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INTRODUCTION 
THE REASON FOR THIS STUDY 
Today, more than 100, 000 persons in the United States are employed 
in public relations. American industry annually spends over $2 billion 
for public relations activities. 1 These activities are planned and carried 
out by the public relations practitioners of corporate public relations de-
partments and/or the 1500 public relations counseling agencies in the 
United States. 
All public relations organizations exist because of the confidence 
and financial support of the top management of public and private organ-
izations--primarily business organizations. An important factor in pub-
lic relations maintaining the confidence and support of business organiz-
ations is the managerial skill demonstrated by public relations executives. 
This managerial skill or lack of it plays a vital role in the business exec-
utive 1 s image of public relations practitioners. 
Despite the importance the business community has attached to man-
agerial skill and the efforts by most members of top management to broad-
en the managerial background and sharpen managerial skill of executives, 
there is little evidence that public relations practitioners recognize and 
aspire for managerial skill. 
Public relations management and managerial skill are subjects not 
often discussed or emphasized by public relations organizations or schools 
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of public relations. Not a single reference to public relations manage-
ment per se could be found by this author in public relations bibliographies 
and. public relations literature catalogs. 
This author believes that in public relations practice the success 
of a given public relations project, program and even the public relations 
organization itself does not depend entirely on the technical skill of pub-
lic relations practitioners. He believes that the success of public re-
lations endeavors depends to a great degree on the management of the 
public relations resources involved. 
Planning, programing, directing and controling of available resources--
men, money and materials--is not only important to the outcome of the 
project or program, but, perhaps more important help mold the critical 
working relationship between the public relations practitioner and the top 
management of his client. This working relationship Ls the "climate" in 
which a public relations endeavor is nurtured a n d developed. The author-
ity to begin or continue public relations activity, and the vital resources--
men, material and money- -to keep the program functioning are approved 
or disapproved by top management. These decisions are often based on 
the top management• s estimate of the ability of the public relationf? exec-
utive to carry out the program. Not only technically but also efficeintly and 
effectively. 
Despite the apparent importance of public relations management this 
author could find no published studies or references on public relations man-
agement. The managerial function of public relations executives has been 
largely ignored. Therefore, this study will explore public relations man-
agement. 
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DESCRIPTION OF THESIS TASK 
Since this is primarily an exploratory study, the major emphasis will 
be on assembling facts and the discovery of ideas and insights into the re-
lationship between skillful public relations managers and successful public 
relations practice. The design of the study was kept flexible to permit the 
consideration of many different aspects of public Elations management. 
The study procedure included: 
1) A survey of the literature. Since the study was concerned with an 
area where there is little specific literature available, the sour ce material 
consisted mainly of learned and semi-learned public relations and manage-
ment journals and books. Traditional techniques of library research were 
employed by the author at the New York City Public Library, the Public 
Relations Society of American and American Management Association In-
formation Centers, the Baker Library of Harvard School of Business Admin-
istration and the libraries of Boston University. 
2) The experience survey. The author visited six different public re-
lations counseling agencies in New York City. The six agencies represented 
a cross-section of agencies and service a variety of clients. Each agency 
had operated in the competitive climate of New York City for at least ten 
years. Information was gathered from key executives of the agencies. 
Also, the author's perusal of the agency literature provided certain data 
for this study. 
3) Mail Survey. The author polled the attitudes and opinions of one 
hundred and six ty-nine public relations counselors who are members of 
the Counselors Section, Public Relations Society of America. 
SCOPE OF THE STUDY 
The field of public relations is broad and the opportunities to study 
public relations management are immense. With the limited time and 
funds available it was not possible to study a statistically accurate sample 
of public relations organizations. Therefore, this study does not purport 
to present a sample depicting all public relations organizations. Rather, 
it is aimed at presenting data on the literature studied, the agencies con-
tacted, the counselors who replied to a mail survey and the observations 
of this author. 
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DEFINITIONS 
Certain terms used in this thesis, unless the context requires otherwise, 
are defined as foll,ows: 
Agency. (Also counseling agency and public relations agency). This means 
a public relations counseling firm engaged full-time in advising business or-
ganizations and providing service to it's clients. The employees of the 
agency are not on the corporation or industry pay:r-c~lh:a::B . employees. 
Corporate Public Relations Department. This means the department of 
a corporation or business enterprise that is responsible for the organiz-
ations public relations program. The director and staff are full-time 
employees of the corporation or enterprise and report to top management 
of the corporation or organization. 
ORGANIZATION OF THE REMAINDER OF THE THESIS 
This thesis is organized to first acquaint the reader with significant 
material in public relations and scientific management literature. Follow-
ing this, the results of the experience survey of public relations counselors 
is reported. In addition,- agency profiles are presented to give the reader 
an insight into how a public relations agency is organized and operated. 
A summar y of the findings, conclusions, and recommendations concludes 
the body of the thesis. 
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CHAPTER I 
THE FUNCTIONS OF PUBLIC RELATIONS TODAY 
THE OTHER DIRECTED MAN 
In Human Destiny; du Nuoy. the French philosopher criticizes men who 
do not work for the betterment of society: 
They accept the advantages of their role as men, but they shun 
its duties; they are witnesses to an evolution which continues without 
them. 11 1 
Du Nuoy 1s criticism of those who shun their social responsibilities 
reflects a social idealism that has swept around the globe during the 
past century. There are few who doubt that the public dimension of in-
dividual and organizational behavior is a paramount factor in our society 
today. This reflection of our society ls concern for public opinion has 
been called "public relations 11 since shortly after the turn of the 20th 
century. 
Bertrand Canfield believes that the handfull of publicity men who regained 
public confidence for both their employers and their own vocation laid the 
groundwork for the development of modern public relations. He believes 
that the need for public relations arose within the economic world and still 
2 
exists primarily within the economic ways of life. Today, there are various 
concepts of public relations, both as a philosophy and as a practice or pro-
fession. Here are a few of the concepts of public relations taken from pub-
lie relations literature: 
2. 
"Public relations is first a philosophy of management- -an attitude 
of mind which places the interests o.f people first in all matters pertain-
ing to the conduct of an industrial or social service organization. This 
philosophy conceived that an enterprise should be operated and directed 
to serve the interests of all segments of the public •• a new social con-
cept of management that seeks to attain the success in dealing with hu-
man beings which has characterized our material and scientific progress 
in the last hu ndred years. 11 3 
Canfield 1s definition reflects h i s belief that any modern definition of 
public relations should be very closely tied to business as a philosophy of 
management. 
The International Public Relations Association's definition of public 
relations also ties public relations to business as a management function: 
"Public relations is a management function, of a continuing 
and planned character, through which public and private organizations 
and institutions seek to win and retain the understanding, sym~athy and 
support of thos -e; with whom they are or may be concerned ••. " 
John W. Hill describes corporate public relations as: 
" ••• the management function which gives the same organized 
and careful attention to the asset of good will as is given to any other 
asset of the business. rr5 
With over 100, 000 people employed in public relations activities and 
with American industry spending over $2 billion for public relations act-
ivities plus the many millions more spent on public relations by govern-
ment and private organizations it is readily apparent that the "other direct-
ed man 11 is rapidly replacing the "inner directed man" in our society. It 
is also apparent that the strictly private institution or organization is 
rapidly being replaced by the public or socially responsible organization 
or institution. Today, public relations as a process is a compromise 
between self-control and social control of one's activities. It is an ''In 
between11 role which constitutes the focus of public relations today. 6 
Dr. Lerbinger of Boston University believes that public relations 
today functions on three levels- -the personal level, the social level, and 
the organization or institution level. 7 
On the personal level we know that a fundamental concern in life is 
to win the understanding and respect of others. Psychologists tell us 
that our social needs are similar to our biological needs. Social needs 
have been categorized as either affiliative needs or status needs. 
Affiliative needs are the needs to belong, to be accepted as a member 
of a ground and the community. Status needs are concerned with power 
relations, popularity ratings, prestige, and in general the dimension of 
superiority and inferiority. 
3. 
Our basic social relationship, in its simplest form consists of two 
persons who are interacting with each other. Interacting means more 
than 11 communication11 --the two people must influence each other. This 
influence will create mutual expectations. Each will know what his rights 
and duties are relative to the other--whether it is two people who are 
neighbors, two businessmen, or a factory and the community in which it 
is located. A group, an organization, or society in general consists of 
a network of these individual social relationships. 
Dr. Lerbinger believes that the main social function of public relations 
is to further this integrative action of two social groups for mutual benefit. 
Thepnpose of the social function then is to help establish, define, and reg-
ulate the relationship between a social unit and others. Lerbinger believes 
that a system of order is thus maintained which at any one time represents 
a consensus of public opinion as to the status of any social unit. He 
believes that this consensus provides the necessary action and stability 
without which no society can continue to functi on. 
4. 
According to Dr. Lerbinger the public relations man fulfills one or more 
of the following functions for an organization: 
1. He may help to clarify and strengthen its status and power. 
2. He may serve to enhance the value of its products. 
3. He may act as a social bookkeeper who helps to adjust the inequities 
in our economic system. 8 
CLARIFICATION AND STRENGTHENING OF STATUS AND POWER 
In our society an individual or organization1s status and power are never 
static. Todayls rich, respected, powerful individual or organization may 
give way to a rival who has found an opportunity in this feature of insecurity. 
The role of public relations is to preserve and strengthen those aspects of 
power and status that are determiniid by public opnion. 
Lerbinger believes that businessmen who wish to preserve a "healthy 
business climate'' want several things: 
11 1. That there will be no violent change in the political system to 
jeopardize the plans of the organization. 
2. That the status of the organization will not be unfairly invaded 
by the government or other power groups such as unions. 
3. That cooperation may be obtained from other individuals and 
groups in society on topics of general concern. 11 9 
ENHANCING THE VALUE OF AN ORGANIZATION'S PRODUCTS 5. 
Public relations is often accused of publicity for publicity's sake, 
puffing things up, watering stock, making something out of nothing and in 
general acting like medicine men engaged in witchcraft. These critics con-
sider on the materialistic basis of value. This is not true because it violates 
the other half of the law of supply and demand. If people have a high regard 
for a product then they are willing to pay more for it. It is on this side of 
value that public relations can and should claim to increase the value of a 
product. 
The difference between the sales price and the net worth of a business is 
called "goodwill. " "Goodwill" is the accumulated value of the business public 
relations activity- -formal or informal. "Goodwill" involves loyal customers, 
cooperative and productive employees and a friendly community for business--
all have market value. 
Public relations functions as an extension of advertising by reinforcing the 
brand image of a product. The purpose is to develop repetitive buying by a 
customer because he likes the company or its corporate image. The corpor-
ate image offers the customer two things: (1) Guidance in selecting a product 
from the ever growing assortment; (2) Security from a belief that the right 
product was purchased. 
SERVING AS A SOCIAL BOOKKEEPER 
Every business or social unit in a free enterprise system has its own book-
keeping system to keep track of the inputs versus the outputs of the company. 
Thus the cost of producing an item is recorded along with the marketing price. 
But some organizations forget to account for the value of things given or charged 
to society. Using the social bookkeeper theory of public relations, an example is 
' 1~~~---
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practice of dumping a company 1 s waste products into a river and thereby 
polluting the water. This practice reduces the operating costs for the com-
pany dumping the waste but the cost is actually transferred on the social 
bookkeeping system to another social unit--the communities that suffer and 
must compensate for the polluted water. 
Lerbinger believes that social bookke:~ping as a public relations function 
can be referred to in two senses: 
111. First in the economic sense of making transfer payments--a govern-
ment taxing the people and corporations to provide relief to the unfortunate. 
Public relations in concerned with similar transfers. An example would be 
a public relations sponsored donation to the community fund or United Fund. 
2. A second way of viewing social bookkeeping is as an attempt to 
create and gain acceptance for a moral code--the rights of other people and 
groups are to be recognized. Organizations must act in the public interest --
a balanced best interest for customers, employees, stockholders, the commun-
10 
ity, etc •• " 
THE PROFIT MOTIVE IN PUBLIC RELATIONS 
There are some who do not agree with the social responsibility theory of 
public relations. They believe that public relations is solely for a company 1s 
profit motives and must pay off in sales. productivity, government support or 
other tangible means of profit. Otherwise corporations would not make a pub-
11 
lie relations effort. Thus some public relations practitioners find it difficult 
to maintain their position with an organization or to justify their annual budget 
unless they can show management tangible proof of their public relations efforts 
paying off. 
7._ 
Regardless of the concepts held. public relations activities play a 
most important role in the social and economic aspects of our society. 
Most organizations make some visible effort to conduct a public relations 
program and must therefore rely on public relations organizations and 
public relations executives to perform this task. The scope of these 
public relations activities is very broad but generally include the building 
and maintaining of understanding and good will among customers, employees, 
stockholders, and the public at large. 
To further understand the nature of public relations and to distinguish 
it from neighboring fields, the knowledge and skills associated with 
public relations should be brrle'ff'y.·discussed before proceeding to the next 
chapter. 
Dr. Lerbinger believes that the beginning of public relations activity 
is a philosophy which defines the importance of opinions of others in the 
conduct of affairs--a hllance between the overpowering will of the people 
to determine the position of an organization and the alternative that the 
public must be taught to accept what the organization considers right. 
Second, according to Dr. Lerbinger. a public relations man must have 
a knowledge of community structure and behavior to permit him to identify 
the publics of an organization which are relevent for a particular purpose. 
This includes sensistivity to findings of public opinion research and inter-
pretation of day--to-day events which affect the organization. 
Third, he must be a media expert--familiar with all the ways one mind 
can affect another. He must be flexible--no blind reference to a single 
medium. 
-- ----
. . 
. . 
'· 
8. 
Next, he must be able to prepare messages to attract attention and 
cause a desired action--regardless of the type media used. 
An additional requirement, according to Dr. Lerbinger, is a knowledge 
of human behavior- -a knowledge of how a person perceives information, 
how he stores it, and how he uses it. 
Finally, Dr. Lerbinger, believes that a public relations man should 
be a reasonably intelligent problem solver--with new approaches to old 
problems, answers to entirely new ones. Training in research methodology 
12 helps the public relations man to gather and analyze :(acts. 
THE PUBLIC RELATIONS MAN IN HIS EXECUTIVE ROLE 
An executive has been defined as: 
"A relatively high-level member of the management family whose 
work is largely the area of decision making and policy formulation. His 
Cf!.pacity is such that his judgement, perspective, and skill in properly 
delegating responsibility will weigh heavily in the long-term success or 
failure of the business. nl3 
Thus it is possible to generalize that in addition to the counseling and 
communications knowledge and skills a public relations 11executive 11 must 
also have executive knowledge and skills. 
Maynard believes that "the effectiveness of a group of people in accom-
plishing its desired goals is directly proportional to the effectiveness with 
14 
which the group is managed!' By manage he means the ability''to plan, 
guide, direct, and control the activity of other people in order to achieve 
desired goals." Thus, every public relations executive is a manager of 
some sorts--whether he recognizes it or not. The success of the public 
relations programs that he and his colleagues plan and implement is de-
pendent upon the public relations executive's ability to manage the best 
possible service to a client from the public relations resources--
people and materials-- available. Thus it is easy to further generalize 
that a public relations executive's managerial knowledge and skills are 
of critical importance in determining the success of a public relations 
organization. 
PUBLIC RELATIONS ORGANIZATIONS 
So many combinations of persons, functions and organizations are 
possible in the broad scope of public relations activities that it would 
obviously be impossible to explore the management and operations of 
9. 
any fair proportion of them. To simplify the study and permit explor-
ation in some depth of the importance of managerial skill in public re-
lations this author decided to focus the study on public relations counsel-
ing agencies. Since there are a limited number of types of agencies and 
since public relations agencies have played a vital role in the growth and 
professionalization of public relations practice a study of this type should 
be of significant value to public relations. 
From a practical standpoint, the functions in a large departmentalized 
agency are relatively easy to examine, and the principles that may be 
developed can be applied adequately enough in small agency operations 
and certain other types of public relations organizations if proper allow-
ances are made. 
SUMMARY AND CONCLUSIONS 
Public relations today is a reflection of our society's concern with 
public opinion. Public relations is primarily a management function 
of a continuing and planned character. The need for public relations 
arose within the economic world and still exists primarily within the 
economic ways of life. 
Public relations role is to help establish, define, and regulate 
the relationship between one social unit and others. 
The public relations man is an "in between" man~-one who helps 
society run more smoothly. 
10. 
His particular function is to work in the interest of a particular organ-
ization to do one or more of three things: 
1. To help clarify and strengthen its status and powers. 
2. To enhance the value of its products by developing a favorable 
corporate image. 
3. To act as a social bookkeeper who helps to adjust the inequities 
of our economic system. 
A public relations man 1 s skills are varied: 
He must be able to identify the publics whose opinion counts in 
a particular situation. 
He must be familiar with the media that reach the publics con-
cerned. 
He must know enough about writing and human behavior to dispatch 
effective messages. 
He must be a creative problem ... solver with the capacity to learn 
and to adapt himself to new situations. 
The public relations executive must also have executiveknowledge 
and skills. He must have the ability to plan, guide, direct and control the 
activity of other people in order to achieve desired goals. Thus it is gen• 
I 
I, 
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eralized that the success of the public relations programs that a public 
relations executive plans and develops is somewhat dependent upon his 
managerial skill. The managerial skills and knowledge of the public re-
lations executive are thus of critical importance in determining the sue-
cess of a public relations orga nization. 
Because of the many combinations of pers:> ns, functions and organ-
izations in public relations practice the remainder of this thesis will 
focus primarily on a specific type of public relations organization and 
activity- -the public relations counseling agency. 
The next chapter reports the findings of a survey of public relations 
and management literature. 
,-v 
CHAPTER I BIBLIOGRAPHY 
1. Rubicam, R, "Management's Use of Public Relations to Serve 
Freedom of Enterprise and Human Welfare," an address at Boston 
Univeristy, March 12, 1948. 
2. Canfield, Bertram R. Public Relations. Richard D. Irwin, Home-
wood, Ill. 1960. 
3. Ibid. 
4. Barbour, Robert L. PR Blue Book, PR Publishing Co. Meriden, 
N. H. 1960. p. 24. 
5. Ibid. 
12. 
6. Lerbinger 1 Otto. "The Social Functions of Public RElati_ons. 11 Essay, 
Boston University, Boston, Mass. 1960. 
7. Ibid. 
8. Ibid. 
9. Ibid. 
10. Ibid. 
11. Finn, David, "Struggle for Ethics in Public Relations 11 , Harvard 
Business Review, January-February 1959. 
12. Lerbinger, Otto. "The Social Functions of Public Relations, 11 op. cit. 
13. Doan, Leland, "The Executive Life, 11 in H. B. Maynard, Top Manage-
ment Handbook. New York: McGraw-Hill, 1960. pp. 153-154. 
14. Maynard, H. B. Top Management Handbook, New York: McGraw-
Hill,_ 1960. 
CHAPTER II 
GENERAL SURVEY OF THE LITERATURE 
GENERAL 
With all the thought that has been focused upon the professional skills 
associated with success in public relations practice, it is difficult to ex-
plain the apparent lack of emphasis on public relations management skills. 
In view of the importance of public relations :.management it is also di£-
ficult to understand why so little has been published on the subject . A 
systematic search by this author of the New York City Public Library, 
the Information Centers of the Public Relations Society of America and the 
American Management Association plus the libraries of Boston University 
and Harvard School of Business Administration revealed only a sparse cov-
erage of the field and, for the most part, contributed only a comparatively 
small amount of information for this thesis. 
When you survey the advertising profession, a profession not too different 
from public relations, you do not encounter anything approaching a manage-
ment literature scarcity. For instance, a perusal of the subjective catalogue 
file of the Baker Library, Harvard School of Business Administration, revealed 
that forty-one pieces of literature are catalogued under 11 Agency, Advertising. 11 
Under 11 Public Relations•• there is no sub-category for 11 Agency11 or ••Manage-
ment. 11 A perusal of the material catalogued as 11 Public Relations 11 offered 
no significant contribution on Public Relations m anagement. 
14. 
The personal papers and records of John Price Jones, who is remem-
bered more as a fund-raiser than as a public relations man, are available 
fro m the Archives of Baker Library. A major handicap to their use is the 
sheer volume of the collection which is organized more for a full scale in-
vestigation of a peculiar type public relations agency operations prior to 
1945. A loose outline of the collection is available to scholars who visit 
the manuscript room of the library. 
ADVERTISING AGENCY MANAGEMENT 
The advertising profession recognized the importance of agency manage-
ment as early as 1927 with a book on agency management.1 A contemporary 
2 
book on agency management was published in 1955. The author of the 1955 
book, Roger Barton, based his book on a course in advertising agency man-
agement tag ght by him at Columbia University.3 
It is perhaps significant to point out at this time that the number of adver-
tising agencies billing $10 million or more in the United States grew from 31 
to 85 between 1946 and 1960. The McCann-Erickson Agency reportedly in-
creased its staff from 1350 to 4230 and its billings by 470% during this period. 4 
PUBLIC RELATIONS RESEARCH 
A perusal of the master's theses on file at Boston University reveals that 
public relations management, per se, has not previously been a master's 
degree thesis topic at the school. It is this author's assumption that a sim-
ilar situation exists at other universities since there is no record of a public 
relations management thesis in public relations literature. 
15. 
Professor Raymond Simon of Syracuse University commented on the 
general lack of scholarly research in certain broad areas of public relations, 
4 
in an article in Public Relations Journal. Simon reports that "On both the 
masters and the doctoral level, scholarly research to date has been chiefly 
concerned with school and college, government and industrial public relations. 11 
According to Simon twelve doctoral dissertations have been written on public 
relations. Of these, six are on government, two on college, two on industry, 
one on careers and one on public _ relations counsel. Of one hundred and 
fifteen master's theses examined by Simon, seventy-seven percent were 
in four areas--twenty-nine percent in school or college, twenty-one percent 
on government, eleven percent on business and industry, and sixteen per-
cent on public relations tools. 
Milton Fairman, veteran Vice President for Public Relations of the 
Borden Company and past President of PRSA, believes that ''Grown to such 
importance, public relations obviously requires skilled management. Yet 
curiously, the millions of words printed about public relations include few 
about its management. 11 Fairman reports that 11 the library of the Public 
Relations Society of America (PRSA) in New York City, has only three 
items on PR management. There is not a single PR management listing 
6 
in A Public Relations Bibliography, the official reference work. This 
author's search of these same referenced sources three years later sub-
stantiates the Fairman report. A bibliography from the American Man-
agement Association provides the only bibliography on public relations 
management available prior to the preparation of this study. See Appen-
dix 
\~ 
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Chester Burger, President of CCI, the public relations affiliate of 
Interpublic, Inc. 1 reports in the Aprill962, Public Relations Journal, 
that he believes "management is a major weakness of the public relations 
profession, a weakness that gives rise to so many criticisms by the 
business community, is failure to manage properly public relations 
activity. 11 He believes that management of business, not daily staff 
work is the key to professionalism in public relations. He refers to 
this failure to manage the public relations activity as the "crucial gap 
in public relations. " 7 
A SURVEY OF THE LITERATURE 
Since this study is concerned with an area that is relatively undeveloped 
in public relations literature, the task was to review the general material 
on public relations and management with a sensitivity to the concepts and 
theories applicable to public relations management. 
Since public relations handbooks and textbooks offered relatively little 
significant information on public relations management, this author focused 
much of the literature survey on the professional journals and publications 
of public relations. 
L. L. Golden studied the public relations puli ications and reported 
his analysis in the Aprill4, 1962, issue of Saturday Review. 9 
Golden believes that "It is often possible to understand what really 
concerns those who run, or work in, a business by studying the pub-
lications that service it." He reports that public relations publications 
are generally practical rather than theoretical but mostly concerned 
with staff changes, new accounts, new media in which to place stories 
--~ 
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and howo.to suggestions. 
Golden also found that public relations publicatiOns are concerned 
' 
with day-to-day problems of the practice and sometimes are critical 
of some aspects of the business but generally try to enhance its respect-
ability. 
As a point uof departure for this author 1s survey,~ of PR literature 
the Guide to Periodical Literature and Reader1 s Guide were searched 
for any reference to public relations management literature. Next 
the back issues of public relations publications were surveyed both by 
table of contents and article by article of each issue. 
The Information Center of PRSA was visited several times by this 
author and a limited amount of appropriate literature was made available 
by the center staff. 
The Public Relations Journal a monthly publication of PRSA was an-
alyzed for general content of issues dating back to 1954. A detailed study 
of the content of issues from May 1960 to May 1962 is reported later in this 
chapter. 
PR NEWS was screened back to January 5, 1959. 
The Quarterly Review of Public Relations was screened back to 
October 1957. 
PR Reporter was screened back to May 1960 • 
.. . This author also visited the Library of the American Management Assoc-. 
iation Headquarters in New York City. The library staff made available 
everything catalogued as public relations. The AMA also made available 
General Management Workshop Seminar material. 
--------- ~-
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Management handbooks and textbooks surveyed for this study are 
listed in the Bibliography. 
In addition, this author screened copies of the Harvard Business Review 
from 1954 to 1962 for pertinent information on public relations management. 
WHAT THE SURVEY OF THE PERIODICALS REVEALED 
PR Journal, as the official publication of the Public Relations Society 
of America should be a primary source of reference in public relations 
literature. Although copies of PR Journal were available from 1951 to 1962 
this author found nothing of real significance to public relations management 
until the January 1961 issue. In the two years preceding the literature search 
for this thesis--May 1960 to May 1962--there were several articles of sig-
nificance. A summary of the public relations management literature printed 
in PR Journal during the May 1960 to May 1962 is shown below: 
ISSUE 
1960 
MAY 
JUNE 
JULY 
AUGUST 
SEPTEMBER 
THROUGH 
DECEMBER 
1961 
JANUARY 
FEBRUARY 
THROUGH 
APRIL 
PR MANAGEMENT MATERIAL 
Nothing. 
"How Much Publicity in Public Relations•• by 
Bernard E. Ury, p. 20. 
11 The Larger Job in Press Relations•• by 
Stephen C. Van Vooris, p. 17. 
11How Would You Educate Mr. Quest? 11 by 
by Stephen E. Fitzgerald. 
Nothing. 
11 Planning and Budgeting--Siamese Twins of PR. 11 p. 14. 
Nothing. 
·•. 
ISSUE 
1961 {continued) 
MAY 
JUNE 
JULY 
AUGUST 
SEPTEMBER 
OCTOBER 
THROUGH 
DECEMBER 
1962 
JANUARY 
FEBRUARY 
MARCH 
APRIL 
PR Management Material Content 
"Scholarly Research in Public Relations" by . 
Raymond Simon. 
Nothing 
Nothing 
"How to Budget for Public Relations 11 p. 10. 
"How to Use PR Strategy" by W. Scholz. p. 19 
19. 
"Budgeting: Counselor Charges and Contingencies. 11 
Nothing. 
"Evaluating PR Effectiveness" by J. T. Cunningham• 
"How to Organize and Run a Corporate PR Department" 
by Charles H. Prout 
Nothing. 
"The Crucial Gap in Public Relations" by c. Burger. 
Of all the literature surveyed, the Burger article in the Aprill962 issue 
of the PR Journal is of the most significance to this thesis. In "The Cruc-
ial Gap in Public Relations, 11 Burger advances the thesis that management, 
not daily staff work, is the key to public relations professionalism. 
Burger believes that public relations has somehow failed to win the 
confidence of the business community. He believes the .answer to many 
crucial problems facing PR today is proper management of the organizations 
themselves. 
20. 
Burger summarizes what he believes is public relations managementts 
job: 
"•. management must provide the direction, the guidance, the 
policy line, which the staff implements. Public relations management 
must define policy lines. Management must decide what should be 
said and what may be said and what should not be said. If public relations 
management fails to provide this firm direction to the staff, then it is 
likely to end up with a great deal of fruitless activity which hardly jus-
tifies the costs incurred. '' 
Burger believes that management's responsibility and most difficult 
task is to see that the right person is in the right job. The right man, 
according to Burger, cannot be found by management in just one particular 
craft. He believes that: 
"We must recognize that in the infinite variety of human person-
alities, no single individual is equally adept in handling every problem 
situation. Some are skilled in technical crafts, like writing, idea cre-
ation or visualization. Others are skilled in persuasion and :r:e rsonal 
contact. Some have the ability to enter a complicated, jumbled sit-
uation and quickly bring order to it. Others, lacking this ability, pre-
fer to operate in an essentially repetive pattern, performing effectively 
in a way that causes them to gain the reputation as "reliable workhorses." 
Burger believes that a good public relations agency needs each of the 
above types of people and it is management's task to find them and assign 
them to the right job. 
Public relations managers have a responsibility to exercise careful 
financial management which Burger believes will ensure that the largest 
possible amount of the client's fee is spent on servicing the client. 
The effectiveness of every person who earns a living in public relations 
can be multiplied, Burger believes, by public relations executives being 
skillful managers. 
The business community will respect the improved management in 
public relations, according to Burger, since it is something they under-
stand and grapple with every day. Skillful public relations management 
is the path to professionalization of public relations according to Burger. 
It is significant to point out that the PR Journal did not have a full-
time editor prior to June 1961. It is perhaps a coincidence, but this author 
observed a new emphasis and recognition of public relations management 
in the issues subsequent to June 1961. 
PR NEWS 
PR News, following the format of most weekly newsletter type public-
ations, does not have the space to provide comprehensive material on a 
subject such -as public relations management. Although this author could 
not find a significant amount of material in the publication that could be 
classified clearly as public relations management material, the contents 
of the newsletter included personnel data, guidance on the professional 
approach to public relations programs .and numerous case studies with 
valuable tips on public relations operations. 
21. 
One significant case study in PR News was No. 853--April 1962. This 
case study reports on the management of the General Motors Public R e lations 
Department. It is an example o:f the type of management material that should 
be of value to PR executives striving for more effective management of 
their own departments or organizations. 
r n 
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This author made several attempts to interview the editor and publisher 
of PR News to report her views on the status and imp1Drtance of public 
relations management. Unfortunately for this study the editor 1 s busy 
schedule prevented a meeting for an interview. 
The Quarterly Review of Public RElations. This publication has, 
in this author 1 s opinion, made noteworthy contributions to public relations 
management literature. Perhaps the most significant article on manage-
ment was "Wby Haven 1t Public Relations Agencies Grown? 11 by Chester 
Burger in the Winter 1961 issue. 
In "Why Haven 1t Public Relations Agencies Gx:wn? 11 Burger points out 
that public relations agencies have not grown and .developed during the 
past 15 years in a ratio to the booming growth of public relations activity. 
He cites the report that there were 25, 000 people in public relations in 
1946 and 100, 000 in 1960. He reports there were 259 PR agencies in the 
New York (Manhattan) telephone directory in 1946 and 685 listed in 1960. 
Burger believes that public relations agencies "have by and large remained 
surprisingly small in size and fragmentary in organization. 11 
Burger reports that not more than five or six PR agencies in the United 
States have more than 100 people employed. He believes that another six 
agencies employ b etwe .::: ~l fifty and one hundred but points out that a lack of 
reliable data makes a valid report impossible. He believes that the majority 
of. the six hundred and eighty-five agencies listed in the 1960 Manhattan 
phonebook employ fewer than half a dozen people. 
In contrast, Burger r~ports that advertising agencies have, during this 
same period, grown in size and multiplied much more in number. 
23. 
Burger attributes the lack of growth of public relations agencies to 
an outmoded concept of the "one man expert" organization of many of the 
agencies. He believes that the lack of skilled public relations management 
is to blame for the lack of growth of PR agencies. 
Alfred G. Paulson, Corporation vice president and secretary of the 
Ruder & Finn Agency, has contributed three management articles to 
the Quarterly Review of Public Relations. Paulson. a certified public 
accountant, authored• "Fee Billing: A Return for the Effort Spent!' Winter 
Issue 1961; "Cost Accounting for the Public Relations Firm" Spring Issue 
1961; and "Budgeting in the Public Relations Agency" Falll961. 
Other significant public relations management articles which have ap-
peared in recent issues of the Quarterly Review are listed in the General 
Bibliography of this thesis. 
A Harvard Business Review article authored by Caroline Bird and 
Thomas D. Yutzy9 in the November-December 1957 issue, is significant 
to this thesis. This article, reports the response to a questionnaire sent 
to the chie£ public relations officers of the 149 largest manufacturing, fi-
nance, merchandising. transportation, and insurance corporations in the 
United States. The survey asked these executives to report what they did, 
for what they were responsible, what authority they had, to whom they re-
ported, and other questions concerning public relations top management. 
Bird and Yutzy believe that the public relations function of a corporation 
must be managed with the same degree of management skill needed for 
effective performance in marketing, production, finance, or any other 
business function. 
24. 
Bird and Yutzy point out that it is not enough to recognize public re-
lations value, hire a public relations staff, or fit the function neatly into 
the organization structure. Public relations needs clearly defined ob-
jectives, responsibilities, goals, authority, a visible location in the 
organization structure and clear cut channels of communications to other 
10 
functions of the organization. 
Bird and Yutzy believe that the failure of public relations programs 
is often a simple failure of management to mange. 
It is obvious to the individual who regularly and thoroughly reads the 
public relations periodicals that only a small number of articles and 
publications have been discussed in this chapter. The staff of the pub-
lications concerned would certainly be keenly aware of omis.sions of 
pertinent articles on public relations management or, in their own es-
timation, what they feel is public relations management. The purpose 
of presenting the material in this chapter was to point up the strengths 
and weakenesses of public relations management as viewed by an in-
divilual perusing public relations literature. 
In the next two chapters a much wider cross-section of public relations 
and management literature will be analyzed and related to public relations 
counseling agency practice. 
f 
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CHAPTER III 
THE PUBLIC RELATIONS COUNSELING AGENCY 
BACKGROUND 
One might expect that public relations would have a highly developed 
program or system for management of a public relations counseling 
agency or office, since close association with and providing counsel 
to high management is one of the major tasks of a public relations or-
ganization. The previous chapter points out that a survey of the liter-
ature failed to reveal the existance of such a program or system. 
With no printed or publishable material on public relations manage-
ment available under one cover it is apparent that the need for such 
material exists. Students of public relations, public relations prac-
titioners and professionals alike need such material for educational 
study, discussion, reference and for development of public relations 
toward its announced goal of pr.ofessional status. 
The scope of public relations activities that agencies conduct for 
clients is very broad but primarily concern the building and maintaining 
bi understanding and good will among a client ts customers, employees, 
stockholders and publics at large. So many combinations of persons and 
functions are possible in the operation of all agencies that it would be im-
possible to describe any fair proportion of them in detail. Therefore, 
this chapter will be concerned with significant general information con-
cerning public relations counseling agencies and their management respon-
sibilities and activities. 
,. ,.· .. 
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DEFINITION OF AN AGENCY 
A public relations counseling agency is an independent, professional 
business service organization, planning and performing public relations 
and mass communications services for a fee. 
The first public relations firm was founded in Boston shortly after 
1 
1900. Known as the Publicity Bureau, it was organized by George 
Michaelis, Herbert Small and George Marvin. The organizational ob-
jectives were: 
"To do a general press agent business for as many clients as 
possible, for as good pay as the traffic would bear •• rr2 
T h e foregoing objectives would not be acceptable to the ethical practice 
of public relations today, 
WHY DID PR AGENCIES COME ABOUT? 
Scott Cutlip believes that the political ferment, industrial revolution 
and great social upheaval of the early 1900's, brought to a head by the 
emergence of the service-government state of Theodore Roosevelt, was 
the primary cause of the emergency of public relations agencies during 
this period of our history. ''Roosevelt's coming to power gave increased 
momentum to the revolt of the farmers, the small businessman, and or-
ganized labor against the abuses infl.icted on them by the titans of business 
and industry over the previous quarter century when these rugged giaris 
were building a nation. rr 3 
--, l ',. ' 
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But America and other nations had undergone political upheaval 
and industrial revolution p .reviously without the emergence of "public-
ity" or "public relations 11 agencies. What other factors catalyzed the 
social and political upheaval into the beginning.s of public relations 
agencies? Cutlip believes there were four factors: 
"1. The development of national audiences through mass media. 
2. The stinging attacks of the journalistic muckrakers on the 
business and financial barons. 
3. The growing strength of organized labor. 
4. The development of mass merchandi:s:ing and its hand-
maidens, product publicity and advertising. 11 4 
Where the "Publicity Bureau" founded shortly after the turn of the 
20th century was essentially a publicity or press agent service, the 
first counseling firm--Lee & Parker-- was founded by Ivy Lee and 
5 
George Parker in New York City in 1905. The emergence of public 
relations counseling as a service of what was formerly a publicity 
service organization marked the beginning o:f the broadening, diversif-
ication and strenthening of the role of public relations agencies. It also 
marked the beginning of complexity of organization resulting from the 
need to integrate the broad and diverse specialties which are required 
to successfully operate a public relations agency today. 
The growth of public relations agencies in size and number since 1905 
has been somewhat sporadic and unpredictable. The notable upheavals 
in our society and their aftermath-- World War I, the 1929 co1laiJSe of the 
stock market, the depression of the 1930 1s, World War II and thethreat 
of war since 1946 have resulted in the birth and death of many public re-
--------
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lations agencies. Notable survivors among the early public relations 
counseling agencies include Dudley-Anderson- Yutzy, one of the top 
agencies today which was launched by Pendleton Dudley in 1909; the 
John Price Jones Corporation founded along with the Edward L. Bernays 
and Steve Hanagan Agencies in 1919; the Carl Byoir & Associates Agency 
founded in 1930; and Hill & Knowlton founded in 1927 by John W. Hill. 
According to Denny Griswold, editor and publisher of PR News~ 
there were 1372 public relations agencies in the United States at the 
start of 1962. Griswold also reports that 39 new counseling firms were 
organized in 1961 as well as seven mergers of existing counseling firms. 6 
Eugene Miller, Director of Public Affairs and Communications for 
McGraw-Hill, and author of the extensive Business Week report on 
public relations~ believes that there were 1500 counseling agencies in 
the United States in 1960. It would be difficult to certify either Griswold's 
or Mill·ex's estimate because of a lack of authoritative records. 
A memo which is part of the John Price Jones paper13 now deposited 
in the Baker Library at Harvard, reports that only one public relations 
counselor, Ivy Lee, was listed in the 1918 New York City telephone direct-
ory. The 1962 directory lists 695. 
SIZE OF COUNSELING AGENCIES 
The two largest public relations agencies in the United States are the 
Carl Byoir & Associates and Hill and Knowlton Agencies of New York 
City. The Byoir agency employs over 250 people. Hill and Knowlton 
j 
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employs approximately 235 people in the Spring of 1962. 
Chester Burger believes that not more than five or six public relations 
agencies in the United States employ more than 100 people. He believes 
that another six employ between . 50 and 100 but the lack of accurate stat-
istics makes it difficult to give a precise number. Below the 50 mark, 
Burger believes the number drops off rapidly with most of the 695 listings 
in the New York City telephone directory representing fewer than half a 
4: 
dozen persons. 
About 60o/o of the counseling firms are concentrated in the major com-
munications and government centers--30o/o in New York City, 12o/o in Los 
a 
Angeles, plus Chicago, San Francisco and Washington, D. c. 
COUNSELING AGENCY OPERATIONS 
The counseling agency usually operates as a business partnership or 
as a corporation. In most agencies the owners, partners or corporate 
officers also serve as members of the team of creative; professional 
idea .. creating and problem--solving specialists maintained by the agency to 
provide public relations and communications services for clients. These 
services generally include: 
1. Analysis of policies and public relations objectives of the client; 
of the client's relationship with the various publics--including employees, 
shareholders, customers, the financial community, dealers. government 
and the press. 
2. Public rElations planning and programming of specific undertakings 
and projects in which public relations techniques can be employed to help 
attain the client's objectives through effective communication between 
I I I 
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the client and its publics. 
3. Implementation of the public relations programs and projects 
by a maximum and effective use of communications--internal and ex-
ternal--to create understanding and stimulate action. 
9 
Where internal corporate public relations departments exist, the 
counseling agency usually advises and counsels the staff on how to deal 
with public relations problems and also serve1:1 to "beef up 11 the corpor-
ate staff during peak work loads or on special occasions. Thus a coun-
seling agency can serve as a general contractor, subcontracting highly 
specialized communications and public relations counseling services to 
clients to clients for one or more days each year. This is a valuable 
and unique service to the client since the agency and not the client is 
responsible £or all the time the specialists are not working on a par-
ticular client's account. By spreading talents and skills over a large 
number of accounts the agency makes · it possible for clients to have 
access to specialists normally not required by an organization on a 
full time basis. 
THE EXTENT OF SERVICES OF PUBLIC RELATIONS AGENCIES 
The extent of services performed by public relations counseling agencies 
depends upon the size and composition of the agency and the specialization 
of the agency itself--corporate counseling, financial, trade organizations, 
government--. The specialized services of Hill & Knowlton include: 
Publicity and product promotion. 
' Financial and stockholder relations. 
Community Relations. 
Employee relations and union-related activity. 
(\,' 
,...1 
Government and Washington activitie::;. 
Educational research and coo-peration. · 
Attitude re13earch and analysis. 
Publication of periodicals and booklets. 
Economic communications. 
Scientific and public health affairs. 
Public affair~'! and politics. 
Public speaking. 
. 10 
Relations with national organizations.' 
THE ADVANTAGES OF RETAINING THE SERVICES OF APR AGENCY 
Hill and Knowlton believe~'! there are several advantages offered 
a client in retaining public relations counseling services: 
32. 
1!1.. An outside organization of specialists serving clients in 
various fields can provide soundly objective counsel--advice uncolored 
by any subjective problems which may exist within the business. 
2. The consulting firm brings to every management a diversity 
of experience in dealing with a multitude of public relations problems. 
The long-established consulting firm will usually know what principles 
have been used mol3t successfully in solving such problems, 
3. In retaining a fully staffed counsel, management has immed-
iate access to specialists in all the varied phases of public relations. 
It would be impractical and uneconomical for the average business en-
terprise to maintain such a large staff of specialists on a permanent 
basi~. nH 
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Eugene Miller believes there are at least four reasons a client retains 
outside public relations counsel: 
1. Outside counsel brings a much broader background to its 
clients problems and is more impartial than an inside PR department. 
2. The outside counselor often has more stature and independence 
to develop the rapport that breeds good public relations. 
3. A counseling firm can sometimes offer services of l,"egional 
or correspondent offices. 
4. 12 Particular skills or know-how of the counseling agency. · 
:Chester Burger believes there are six reasons why public ],"elations 
counseling agencies are retained: 
1. The client has not had a previous public relations program. 
2. The headquarters or home office of the organization is away 
from the concentration of national media such as found in New York 
City, Chicago, Los Angeles. 
3. The regular contacts with the media provided by a counseling 
agency. 
4. The need for services of experienced public relations executives. 
5. The public relations department of the client requires special-
ized assistance. 
6. Management seeks outsiders opinion on a particular public 
relations problem. 13 
In general, the professional counselors agree that public relations 
must be a thing apart to get the necessary broad, objective viewpoint. 
The independent counseling agency 1s services are sought because of 
its capacity to provide professional public relations and communications 
services, which are objective and free from captive opinion, when and 
where the client needs them. 
3~. 
HOW AGENCIES PLAN AND CARRY OUT PR PROJECTS AND PROGRAMS 
Specific projects and programs for clients are usually assigned to 
either an account executive or an accounts supervisor. The difference 
being that under the account executive system, one individual handles or 
participates in all phases of the account work and is directly responsible 
to agency management for the maintenance of the account. 
Under the accounts supervisor system, one individual, sometimes a 
vice-president, assumes the responsibility for a number of accounts which 
can be grouped under a specialty- -fashion, aviation, finance ••. 
It is not unusual in public relations to find a member of the senior 
management group of an agency supervising the details of an individual 
account. As such, the senior manager functions as an account executive 
directly supervising one or more E-r.~ative and/ or professional people 
who service the account. 
The three phases of providing professional public relations counsel-
ing and communications service for a client are: 
1. Planning 
2. Preparation 
3. Implementation 
1. Planning: The agency analyzes the policies and objectives of the 
client, its relationships with the various publics, and assimilatefl all the 
pertinent information that can be obtained prior to the planning of the 
public relations program. Once the long-term and near-term objectives 
of the client have been determined and corelated with the findings of the 
public relations research- -a s .urvey of the attitudes and opinions of 
• = . I 
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significance to the program--a program is recommended to the client. 
The recommended program is a clear definition of the client's objectives 
and proposes public relations actions to accomplish the client's public 
relations goals. 
Public relations programs can be short -term activities and/ or long 
term activities. The program is normally flexible to permit public re-
latiore developments to be responsive to changes in the relationship be-
tween the client and his various publics •• i.e., such as the beginning or 
end of a labor strike, disaster, major political action, etc., 
Once the client approves the proposed program with modifications 
by mutual agreement, then the program enters the preparation stage. 
2, Preparation: The accepted program for the client is normally 
assigned to the account executive or the account supervisor--depending 
on the agency system. The account executive then draws up specific 
plans for the various projects of the program, This could include spec-
ific details of an institutional advertisement campaign for the client, 
details of an open-house or trade fair planned for six or more months 
away, or the combination of various projects outlined in a carefully 
planned sequence. 
Once the artwork, written communications and schedule for a special 
event are approved by the account executive as professionally acceptable, 
the client is given the opportunity to give final approval of the project or 
material before it is distributed or implemented, 
I 
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3. Implementation: Sometimes a public relations project may go 
right from the planning stage into the implementing stage, omitting the 
preparation stage activities. An example might be where a client re-
tains an agency to represent him during a crisis. Then the client must 
depend upon the agency's profe~sional skill and judgment in using proven 
public relations tools and techniques, 
Where a program or project has gone from the planning into 
the preparation ~tages and emerged into the implementation state--
an example would be a long-term program--two to five years in length--
to increase women's interest in wearing sun glasses as a glamour access-
ory, the agency activities are mainly distributing public relations materials, 
channeling public relations communications and performing specific pre-
planned actioris. 
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Carrying out the program involves: 
(1) The use of sound judgment in implementing public 
relations policies, in the direction of activities undertaken, and in handling 
the contingencies that may ariese. 
(2} The use of communications to reach and gain the under-
standing of important groups as required. In reality, there is seldom 
only one public that a client's program is designed to reach. The account 
executive must know how best to reach the publics determined in the object-
ives of the program as important to the success of the client's prqgram. 
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When you consider the wide scope of public relations programs it 
is apparent that it would be rare for an agency to have one or two people 
who in themselves possess the necessary knowledge and represent the 
various points of view which lead to a professional public relations program. 
Thus the agency 1s maintain staffs of specialists who provide the professional 
services required, One large agency lists the following departments: 
Newspaper contact and placement. 
Business and financial. 
Internal communications. 
Women's interests and special events, 
Visual publicity. 
photo 
Radio and TV 
Magazines. 
In addition, many agencies maintain an art and reproduction department. 
These departments sometimes reduce the profits of an agency by perform-
ing work that is not paid for by the client--improper cost accounting ser-
vices or the agency performing the service free of charge as a bonus to 
the client. One of the more successful agencies has eliminated the major-
ity of the problems of maintaining the art and reproduction department by 
incorporating the department as a subsidiary of the agency. The subsid-
iary art and reproduction service agency in turn does not perform work 
unless it is ''paid" either by the budget maintained on a client"s behalf or 
by direct billing to the clients for services performed, This has at least 
two advantagesl First. the account executive must budget for all art and 
reproduction work and therefore must manage the resources to stay within 
the budget. Second, it reduces the chances of a client's request for 
free or sample work. 
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HOW IS AN AGENCY PAID FOR ITS SERVICES? 
Public relations agencies are in business for exactly the same reason 
as their clients--to succeed as a business enterprise, Regardless of 
what other reasons an agency may exist it will operate only as long as 
it can profitably stay in business. 
The public relations agency is above all a service agency. Brainpower, 
service and performance promise are sold to clients for a fee, This fee, 
according to Irwin Ross and a study conducted by the Counselors 1 Section 
PRSA, follows no standard pattern. 
Agencies sometimes charge a client a flat fee for services performed--
by the day, week, month or annually, Some agencies charge a fee plus 
expenses, Another agency may charge a retainer feek for professional 
counseling by senior executives of the agency--similar to a fee paid law-
yers, architects, brokers--plus the pro-rated cost of the agency's staff 
time. Out-of-pocket expenses are normally reimbursed to the agency by 
the client, 
Concerning the advantages and disadvantages of the various methods 
of billing clients there is no agreement as to what is right or what is best~ 
15: 
The Gounselors 1 Section of PRSA sponsored a fee study in 1961. One 
counselor recommended to the study group that a logical response by an 
agency queried by a client concerning fees would be: 
11 0ur fee for seeing that the work gets done is X dollars a year. 
We will of course bill you without commission for any out of pocket 
costs or expenses. The work actually performed by the staff will be 
billed at the rate paid to the employee, plus the normal overhead 
factor. From what you have told me, the job ought to be in the area 
of Y dollars a year total, but that's subject to variations depending 
on what we run into, On the basis o~ experience, I wout~ guess that 
the variation would not be more than about 10 percent."·.._ 
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Just as public relations agencies vary in size they also vary in the 
fee charged. There is no evidence that. the size of the fee is directly 
related to the size of the agency. Fees range from a "bare living wage" 
for the small, or one man shops trying to gain a toe hold, to the$50, 000 
a year retainer fee of Carl Byoir & Assooiates. 
According to Business Week, "most top drawer PR outfits charge 
a minimum fee of around $36~ 000 a year ••• For a big trade association 
$100, 000 isntt considered out of line.l.-1= Newsweek reported in 1959 
that rra big client may pay $100, 000 or more a year for outside consulting 
services, plus the cost of its agency's staff time. ,a.s 
It is extremely difficult to determine gross income and profit for 
most public relations agencies. With the exception of one or two of the 
top agencies the profit and loss statement is not published. According 
. 19 
to the PRSA study a profit range of 5 to 15o/o is a realistic estimate. -' 
For tax purposes some firms might keep the recorded profit low by 
paying out bonuses, stock and fringe benefits to agency management and 
employees. 
From an individual agency managment standpoint the question of 
fees is basica:J.ly: 
rrHow can I run the business in a business-like way, in a 
way which permits and fosters efficient, professional work and 
produces a fair income which reflects the t ime, energy and skill 
20 expended. 1 1. . · 
Some of the factors that affect the cost of public relations agency 
fees and the profit and loss ratio: are essentially the same found in 
other businesses. These include 
! . l ' 
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1. Irresponsible management. 
2. Failure to develop and retain key personnel. 
3. Lack of quality control. 
4. Lack of cost control system. 
5. Failure to analyze results and benefit from lessons learned. 
6. Wasted effort due to improper planning. 
7. Poor integration of staff functions. 
8. Over-priced labor. 
9. Unused time of specialists. 
10. Seasonal slack. 
The above factors are essentially caused by a lack of skilled man-
agement, It is management's responsibility to recognize and deal with 
these problems. 
SUMMARY 
This chapter presented a brief analysis of the public relations 
counseling agency--what it is, how it got started, how it operates, 
how it functions in society and why it must be skillfully managed. 
The additional management responsibilities of finding new bui3iness, 
managing personnel, making the business profitable and providing 
for the perpetuity of the agency in general, will be discussed in the 
next chapter. 
' I ~ I I 
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CHAPTER IV 
COUNSELING AGENCY ORGANIZATION 
This chapter concerns the public relations counseling agency organiz-
ation. The theoretical aspects of agency organization presented here 
were gathered mostly from management literature and the expressed 
theories of public relations educators and scholars.. The practical as-
pects are based on experience interviews of public relations counseling 
agency executives. 
THE THEORY OF ORGANIZATION 
Barnard believes that an organization is defined as: 
1 
''A system of consciously coordinated personal activities or forces." 
At face value Barnard1·s definition means that virtually everyone in our 
society is a member of one or more org anizations--formal or informal. 
Pre-school children and housewives have been referred to as the "only 
large groups of persons whose behavior is not substantially 1organizational.1 11 2 
To take into account the physical environment, the social environment, 
the number and kinds of persons, and the bases of their relations to the 
organization, Barnard uses the term'~ormal organization" and define s 
it as: 
"A system of consciously coordinated activities or forces of two or 
more persons." 
!·· ~ .jr-; ... - I 
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THE ORGANIZATION 1S ROLE IN OUR SOCIETY 
Organizations, to a large degree, guide the observable actions of 
human beings in our society. Since the actions of individual members 
of an organization are conscious, deliberate and purposeful, it is easy 
to see that much of what we regard as reliable, foreseeable, and stable 
in our society is the result of formally organized effort. 
11 Including families, businesses of more than one person, various 
municipal corporations, autonomous or semi-autonomous governments 
and branches of government, associations, clubs, societies, fraternities, 
educational institutions, religious groups, etc., the number of formal 
organizations in the United States is many million, and it is possible that 
the number is greater than that of the total population. Probably few per-
sons belong to less than five or ten such organizations, and many belong 
to fifty or more. Their individual conduct is dominated or qualified by 
these relationships •• 114 
The more important organizations in our society have names, officers 
or recognized leaders and have stated reasons for existence--government, 
church, university, corporation, partnership, proprietorship, etc •• 5 
WHY ORGANIZATIONS SUCCEED OR FAIL 
The success of an organization is not normal. In western civilization 
only one formal organization--the Roman Catholic Church--has endured 
a relatively long life as a cooperative organization. If we d ook at the or-
ganizations in the world today--including governments, churches, univer-
sities, businesses, c i ties, etc., few are more than two hundred years old. 
~- -
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11It may be said that modern civilization is characterized by the large 
residue of organizations that are in existence at any given time; but this 
does not imply that the particular organizations of that time have been or 
will continue to be in existence long. rr 6 Formal organizations are char-
acterized by: failure to cooperate, failure of cooperation; failure of or-
ganization; disorganization; disintegration; destruction of organization 
and reorganization. 
Statistics show that of every 100 new business establishments started, 
approximately 50, or one half, go out of business within two years. Only 
one third of the originallOO will be in business at the end of five years. 7 
The reasons that organizations fail include: the faults of the structure--
lack of solidarity or esprit; poor leadership or management. 
Barnard believes that: 
"The survival of an organization depends upon the maintenance of 
an equilibrium of complex character in a continuously fluctuating en-
vironment of physical, biological and social materials, elements, and 
forces, which calls for readjustment of processes internal to the organ-
ization. 11 8 
WHY ORGANIZATIONS ARE CREATED 
Barnard theorizes that an organization comes into being because: 
{1) there are people able to communicate with one another; {2) Who are 
willing to contribute action; (3) to accomplish a common purpose. 9 
Communication, willingness to serve and common purpose are found in 
all organizations. Thus the initial existence of an organization depend 
upon the right combination of appropriate elements at that moment. The 
survival of an organization depends upon an equilibrium of the system. 
- ......... -- -
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Internally an organization must maintain the vitality brought about by 
the willingness of the members of the organization to contribute cooper-
ative effort toward the goals or objectives of the group. This willingness 
depends upon the blief by members of the organization that the goals may 
be attained. Otherwise the willingness diminishes when it appears that 
the goals are not and cannot be attained. 
The perpetuity of an org:tnization also depends upon the personal sat-
isfactions of the individual contributors brought about in the process of 
attaining the organizational goals. Thus a business organization that 
appears to be making a profit, projecting its efforts realistically into the 
future, and providing material and psychological satisfaction to the em-
ployees has a much better chance of staying in business than one that is 
not accomplishing its goals and not rewarding its members--both econom-
ic and non economic rewards. Since there ·can be no organization without 
people it is easy to see how some organizations fail because they cannot 
attract, develop and hold people willing to contribute to the business or-
9 
ganization objectives. 
A KEY TO ORGANIZATION EFFICIENCY 
The efficiency of an organization rests in its capacity to offer effective 
inducements in a quantity to maintain the equilibrium of the system. These 
inducements cannot be limited to material rewards since many powerful 
organizations offer their members no material reward--churches, welfare 
and civic organizations, etc •• It is also true that some ;of the most power-
ful organizations exist because their members contribute to the organization 
but do not receive an economic reward for membership.lO 
~-- 1 -
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In some organizations where the primary purpose is the production 
of a m.aterial product there are not enough non-material inducements 
to maintain the vitality of efficiency. Often times the organization sub-
situtes higher material rewards for the non-material rewards. Thus 
an executive of a public relations agency may detest his job and the 
lack of individual liberty which hinders creative productivity, but if 
the economic reward for his work is :Sufficient --high salary, fringe ben-
efits, etc.,-- to offset the absence of non-economic rewards--satisfact-
ioh in his work; comradship of creative and professional associates, 
an environment favorable to the creative process--the executive may 
stay on with the organization for a limited time. 
It is often difficult for a business enterprise to establish conditions 
under which individuals can receive non~economic inducements. Ideally 
the modern public relations counseling agency should make possible, in 
addition to the services it performs for its clients, a favorable environ-
ment for the creative process. A public relations agency's prime assets 
are its creative and professional people, who make their services available 
on the premise that, under skilled agency management, their joint creative 
product will be greater than the sum of individual contributions. Thus, the 
public relations agency must offer its members an organization which nour-
ishes creativity but at the same time diminishes the hazards of insecurity 
at a small loss of individualism. The agency organization and environment 
- --
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should provide the opportunity for new sources of self-realization for the 
creative individual through new forms of co-creativity. It is unfortunate 
that the highly competitive business climate of public relations counseling 
often prohibits the organization and environment to nourish creativity be-
cause of the cost factor. 
Before we examine the organization of a .n existing public relations counsel-
ing agency let us look briefly at what takes place in the managing of an organ-
ization as determined by management theorists. 
MANAGING THE ORGANIZATION 
Maynard believes that "the effectiveness of a group of people in accom-
plishing its desired goals is directly proportional to the effectiveness with 
11 
which the group is managed. 11 Maynard offers the following definitions to 
clarify his theory of organization managing: 
Activity Area: "A group of specialized management functions which 
because of common objectives, common skill require-
ments, or merely tradition, are usually directed by a 
member of top management with specialized knowledge 
of, and experience and training in that particular area. 
Function: "A more or less arbitrary subdivision of the total 
activity area, which, when the size of nature of the bus-
iness justifies it, can best be performed by a specialist. 
Manage: 11 To plan, guide, direct, and control the activity of 
other people in order to achieve desired goals. 
Management: 11 The people who perform the task of managing at all 
levels of the organization. 
Managing: 11 The work of the manager who seeks to accomplish 
organizational goals through other people. 
Subfunction: "A more or less arbitrary subdivision of a function. 1112 
( ·~ ,, ,.,
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Managing is performed at any organizational level where one person 
must direct and guide the activities of the others toward organizational goals. 
In the public relations counseling agency the president or owner is responsible 
for managing the entire agency. The head of a department or other agency 
function, manages that element of the agency. 
According to Maynard, all functional work required for the successful 
accomplishment of a task may be grouped into seven activity areas. 13 Using 
the Maynard activity areas as a framework and substituting the word "service" 
for the word "Product" the activity areas of the counseling agency would be: 
1. Research and Development--designing the service. 
2. Production--providing the service. 
3. Marketing--selling the service. 
4. Finance and Control--handling financial matters and controlling costs 
and profitability. 
5. Personnel--providing people and a favorable working atmosphere. 
6. External Relations--providing favorable external (public} relations. 
7. Secretarial and Legal--providing compliance with the law. 
The last three provide the climate or working atmosphere in the agency. 
Research and development in a public relations counseling agency is the 
responsibility of management but most often is delegated to an individual or 
department. Agencies often retain the services of an independent research 
organization for basic research services to determine the dimensions and 
type of public relations program for their clients. Agency plans boards 
or plans groups in the larger public relations agencies, are responsible for 
this function as well as the marketing function. 
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Production-- planning and performing the public relations services 
is a function of the account staff and specialized department .members. 
This includes the proper selection of public relations tools to commun-
icate with the proper audience or public of the client. When members of 
agency management counsel or service a client they also perform produc-
tion and not management work. 
Marketing--Selling the service of the agency is sometimes performed 
by agency management functioning in a servic e capacity. In one large 
public relations counseling agency the Plans Department performs the 
marketing or sales function but once the account has beenzqcquired by 
the agency the production or service of the account is the responsibility 
of the account group sta ff. Marketing and selling are terms not normally 
used in public relations agencies to describe the acquisition of new accounts. 
Public relations is considered to be a profession by some and it is there-
fore unethical to "sell 11 or 11market 11 in the same sense that one might sell 
or market an automobile or a pair of sunglasses. 
Finance and control-- is the responsibility of agency top management. 
This function is delegated to agency sub-functions such as accounting, 
controller, etc.. Several large agencies have elaborate cost accounting 
systems which permit a great deal of control of costs and profit. In a 
smaller agency this function is one of the myraid of tasks performed by 
one or more the executives. Financial matters in an agency are often com-
plicated by the fact that the agency must keep records of out-of-pocket ex-
penses, pro-rated time charges and overhead costs for each client. 
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Personnel-- providing people and a favorable working atmostphere is 
the responsibility of agency management but may be delegated to an ex-
ecutive vice-president, or an account executive. 
External relations--this can include the client as well as other external 
publics. Client relations is a responsibility of top management of the agency 
--so is the relationship of the agency with society in general. All members 
of the agency contribute to the public or external relations program through 
their contacts with the various publics. 
Secretarial and legal-- airethe responsibility of top management but 
both are usually delegated to an individual within the agency or by retaining 
14 
a certified public accountant and legal advisor on a retainer basi s. 
PUBLIC RELATIONS PROGRAM PLANNING 
Public relations program planning has been portrayed graphically 
by Professor Hills of Boston University School of Public Relations and 
Communications. In the illustration shown below, known as a "Hills-
o-gram, 11 the management of a public relations program is depicted as 
a continuous process. See Figure 2 below. 
Change Program ____ /~ 
~ r The cycle of ,1. 
public rela~ions 
\ programm1ng 
Evaluate Results 
~ 
~--- -=.-/ 
Impleihent Program 
Figure 2. Hills-o-gram. 
Determining 
---l Attitudes 
~Plan Program 
THE MANAGING PROCESS 
Maynard believes that in the managing process, eleven elements of 
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managing are performed: 
1. Gather information 
2. Synthesize 
3. Plan 
4. Decide 
5. Organize 
6. 
7. Motivate 
8. Direct, guide, or counsel 
Establish Obj ectives 
Direct the attainment 
of objectives 
9. Measure, evaluate, and control 
Develop people ~easure 
Promote innovation 
Results 10. 
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Maynard believes that the managing process is a simple three step 
operation: 
1. Establish objectives. 
2. Direct the attainment of objectives. 
16 
3. Measure results. 
Maynard believes that once the manager determines what must be 
done he must organize his people and direct them so that they do it and 
he must measure the results to ' find out if the original goal was attained. 
If it was not attained, he must find out why and direct further action to 
attain it. 
-~ ]! 
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Since the evaluation or measurement of goal achievem ent results 
in the establishment of new objectives which in turn require organizing, 
communicatingf motivating, and, in turn, measurement of achievement 
of the new objectives~ Maynard believes that the managing process 
never stops and thus can be symbolized as a circular or continuous pro-
17 
cess. 
ORGANIZATION--A TASK OF THE PUBLIC RELATIONS MANAGER 
Organization is one of the major tasks of the public relations man-
ager. Without good organization, the resources he manages cannot be 
used effectively and efficiently. A lack of organization handicaps the 
employees of the agency when they cannot make the best use of their 
skills and abilities in achievement of objectives and goals. Without 
organization in depth the achievement of long-term objectives-- solid 
growth of the agency organization, profit and stature, professional de-
velopment of personnel, etc .. - -will be difficult if not impossible to 
achieve, 
The organizational structure should be viewed as the framework 
within which managing and operating tasks are performed. For max-
imum efficiency it is important that the structure of the organization 
is clearly defined along logical lines of authority and responsibility. 
A poorly defined organizational structure with illogical lines of authority 
and responsibilityobstructs the communication process which is so im-
portant to direction of the attainment of objectives and measurement of 
results. 
54. 
Theoretically, business organization should achieve two objectives: 
1. Development of the people and skills required to assure the 
growth of the business and its perpetuity. 
2. Earning a reasonable profit from making a worthwhile contrib-
ution in goods or services to the well-being of the community and the 
nation. 
Unless the two goal s stated abov~ are achieved, a business will not 
prosper. 
Initially, a new business operates essentially around one person--
the one man counseling agency for example. An individual, or sometimes 
several individuals, conceive an idea of commercial value, set up shop 
and another business is born. 18 
Not all business organizations succeed. Statistics show that of every 
100 new business establishments started, approximately 50, or one half, 
go out of business within two years. Only one third of the original 100 
will be in business at the end of five years. 19 
Specific reasons for business failures have been analyzed as mostly 
ppor management. Poor management in turn can usually be traced to 
the poor organizational structure within which the managing and operating 
tasks are performed. 
If a business is small and the product or service is of sufficient quality 
to be in demand, the principal needs of the organization are easily under-
- . ,. ......... --... . 
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1. The business must have a good product that other people want. 
2. The business must have sales in profiting and continuing volume. 
3. Operating faJ.C ilities must be available to meet its needs. 
4. Working capital must be available, either through the holding of 
p.reviously earned capital by the principal, by sale of stock, by loan 
or by gift or inheritance. 
GROWTH OF A BUSINESS ORGANIZATION 
When a business grows the organizational structure must grow with it. 
New services or products are produced; new people are brought into the 
business to .p \roduce the product or the service; facilities must be enlarged 
to accomodate the growth; a system of communication must be developed 
to supplant the face-to-face communication of the one or two man commun-
ication system; new facilities and services must be added to attract new 
customers and to hold the present customers; training of employees must 
be accomplished and the public relations or the relationship between the 
organization and the rest of society must receive the attention and support 
of the management of the business. 
Some small organizations add new people and new facilities as the new 
business is acquired without giving attention to organizing the new elements 
to fit into the organizational structure. 
To grow properly a business organization requires a gradual reorgan-
ization from one of central control--where the individual work under the 
direct supervision or in the immediate vicinity of the span of attention of the 
manager--to a business ofchentralized control where managers of the various 
departments can make the necessary decisions to operate efficiently. 
~--
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Public relations practice today is to a large degree specialization. 
Specialists often require a different care and feeding from other members 
of an organization. Specialists often have a wide background in the arts and 
sciences but have selected one particular service or function in which to 
specilize or become expert. Motivating the self":'disciplines of creative 
individuals is the desire for maxiumum individual liberty and minimum 
regimentation. A l though the creative individual or specialist desires 
to stabilize his living standard through regular employment he will probably 
choose the haza rds of self-employment rather than the security of work in 
an organization which offers only routine work and an undesirable social 
environment. For these reasons, the public relations counselling agency 
must b e organized so that the specialists will function most effectively. 
If an agency is organized in such a manner that the creative specialists 
are provided a favorable environment and the opportunity for new sources 
of self-realization through new forms of co-creativity the agency will, 
through organized performance, provide a planned, scheduled,- and budgeted 
service to its clients. This author believes that it is dishnoest, in a sense, 
for an agency to sell a client the s ervicas of a specialist and deny the client 
the service by poor agency organization and management. 
FUNC TIONALIZA TION VERSUS SPECIALIZATION 
Specialization means difference of process. Thus a specialist may have 
a superior method of doing the task because of his natural skill and education 
while another specialist became a specialist because he has repeated the 
same task over and over again -- ex perience. Thus, in an organization, 
specialization may relate to the kind of thing done or to the way in which 
l\ 
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it is done. 
When the emphasis is on a function of an organization the work is 
referred to as functionalized. Specialization, on the other hand, places the 
emphasis on the person or groups of persons. Men specialize. Work is 
21 
functionalized. 
According to Barnard there are five bases of specialization within the 
organization: (a) The place where the work is done; {b) the time at which 
work is done; (c) the persons with whom work is done; {d) the tings upon which · 
work is done; and {e) the method or process by which work is done. Special-
ization, to a considerable degree is a reflection of desired ends and the 
22 
ends reflect the status of the arts of organization. 
On the primary level specialization depends upon the variation in persons; 
the c 'onditions of cooperation; and upon the inventions and innovations of 
the arts or organizing. Beyond the primary level specialization causes a 
progressive reaction of the organization upon objectives, persons, and 
physical environment, all requiring alteration to elaborate specializations 
of the organization. It is the elaborated specializations of organizations 
which often transcend the biological limitations of individuals. 23 
Significant specialization is the unit organization rather than the special-
ized individual. Each organization has a specific objective, specific characteris-
tic of location, specific schedule of time, and involves a specific situation of 
associations which determines the selection of its individual members. 24 
Coordination is a functional aspect of organization. Its functions is to 
bring together the efforts of indivi:luals with the conditions of the cooperative 
situation as a whole that purpose may be accomplished. 25 
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ACQUIRING EXECUTIVES FOR FUTURE GROWTH OF ORGANIZATION 
One key factor in the future success of an organization is the quality of 
the executives selected to fill key managerial positions. If lhe individ-
uals selected for the key managerial positions are deficient in managerial 
skills or lack the foundation in education and training for development 
of managerial skills the future success and growth of the organization is 
jeopardized. 
Theoretically, the structure of an organization should provide for the 
training and development of junior executives into senior management 
positions within the organization. This training is best a combination 
of development of management skills through education and the oppor-
tunity to accept responsibility and demonstrate judgment. Development 
of young men with drive, inteLligence and the desire to learn, by grad-
ually increasing their responsibility provides an organization with its 
most valued resource--skilled executives who know the business and 
organization and are ready to move up into positions created or vacated 
by normal growth and attrition. 
ORGANIZATIONAL COMMUNICATIONS 
A communication system of an organization is of vital importance to 
the growth of the organization. Since the accomplishment of the organiz-
ation1 s goals and objectives depends upon the coordinated efforts of all 
members of the organization it is important that the communications system 
be capable of relaying the data betweendements of the organization on a 
horizontal level and between the elements of the scalar :;chain. 26 
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Data transmitted via the organizational communication system pro-
vides the information required by executives for decision making. With 
the proper data the executive stands a much better chance of making the 
correct decisions to direct the efforts of the organization toward its pre-
determined goals. 
THE EXECUTIVE AS AN INFORMATION CENTER 
It is possible to compare the functions of an executive to those of an 
electronic information center. The executive gathers and stores inform-
ation in a manner similar to the memory core of an electronic computer. 
He synthesizes the information with the environment and based on the in-
formation available makes the decision to take action or hold the information 
until it can be effectively used. Unless the executives of an organization 
are able to harness the information travelling via the organizational com-
munication circuits the communication system will be meaningless and 
chaotic. Once the communications system of an organization breaks down 
the members of the organization will by-pass it to rely on informal systems--
such as personal messages, tipsters, rumor mongering, etc., --and the 
organization will be seriously handicapped in its efforts to achieve its ob-
jectives. 
THE ROLE OF COMMITTEES IN ORGANIZATIONS 
Committes such as the plans boards or executive review groups found 
in public relations agencies are an advantage to the organization so long 
as they function to increase the chances of an organization reaching its 
goals. Committees are a handicap when they imped the flow of communications 
and the efficiency of operations by passing judgment on trivial matters or 
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where they make decisions that should be made by junior executives in 
executive training status. 
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Committees sometimes homogenize a bold idea or program to the point 
where it loses its effectiveness. Every organization needs a certain amount 
of original ideas and bold creativeness to push its head above the crowd. 
Committees that sit in judgment on all the original ideas and concepts 
affecting the growth of an organization may handicap the welfare and future 
growth of the organization by using concepts and principles of ten or twenty 
years ago as guides. When a young executive presents an idea .:: based on 
a synthciis of expert training and scientific research the idea may be 
"shot down" by individuals on the committee who hold their position only 
because of seniority and not because they have kept abreast of modern tech-
nology or developments. 
PUBLIC RELATIONS SPECIALISTS 
Modern business has evolved into a complexity of specialized functions. 
Public relations is no exception. It is seldom that the counseling agency 
can look to one or two people who in th:emselves possess the necessary 
knowledge and represent the va:Wo.us. points of view which can provide a 
total public relations program. A public relations agency can no longer 
be a one or two man operation without serious limitations to the type of 
public relations counselling and service it offers clients. 
The modern public relations counselling agency maintains a creative 
and professional idea-creating and problem solving team of anywhere from 
ten to one hundred or more specialists in public relations and communications. 
\)\ 
This bringing together of the efforts of individuals is accomplished 
by first dividing the purpose of the organization into tasks, which, when 
accomplished in an orderly manner, will bring the attainment of the ob-
jectives. 
APPLYING THE THEORY OF ORGANIZATION TO APR AGENCY 
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Dr. Otto Lerbinger of Boston University has developed an outline to be 
used as a guide in studying organizations from the following viewpoints: 
1. The purpose of the organization. 
2. Participants in the organization. 
3. Structure of the organization 
4. Behavioral patterns of the organization. 
Using the Lerbinger outline as a guide, this author analyzed the or-
ganizational systems of a large New York City public relations counsel-
ing agency. Here are the results of the analysis: 
1. PURPOSE OF THE ORGANIZATION 
A. What does it give to society? The public relations counseling 
agency is an independent, professional, business service organization 
which provides public relations counseling and communications staff service 
to its clients. It serves as an educational instrument of our society, and 
as a ''staff" office to its client organizations. The agency organizes and 
finances five creative services to its clients. These services are avail-
able 11 on call" from the agency without the client assuming the responsib-
ility of financing their existence in his own organization. They include: 
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(1) Financing and managing a variable creative and pro-
duction workload which is made available to clients at a rate the 
client could not otherwise afford. 
(2) Financing, developing and maintaining a pool of creative 
and professional public relations manpower and selling the services of 
the pool on a group or individual specialist basis. 
(3) Managing the integration of the client• s public relations 
program requirements into a total public relations program developed by 
highly experienced public relations and communications specialists. 
(4) The benefit of public relations tools and techniques of 
proven effectiveness developed by the agency's staff and agency financed 
basic research. This assures better management of a client's public 
relations program. 
(5) Financing the development of a particular public relations 
program for a particular prospective client with the agency sufferi ng the 
loss of the cost of preparing and presenting the program if the client declines 
the services of the agency. 
B. How is the institutional goal stated? "To bring to our clients 
the benefit of skills or insights that are not otherwise readily available to him. 11 
C. What is the source of income? Primarily fees and service 
charges paid by clients. These include: · 
( 1.) Retainer Fee. Paid by the client for the right to consult 
with top executives of the agency and for the development of a public re-
lations program developed by the agency for the client. 
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(2) Service Compensation. Fixed time charge for 
salary of account staff and specialists servicing the account. 
2. PARTICIPANTS IN THE ORGANIZATION 
A. Who are they? 
(1) Executives--top management and middle management 
responsible for managing all aspects of the agen,cy. 
(2) Creative and professional peopl-e - ... Writers, artists, 
photographers, researchers -- who work t o a common plan, budget 
and timetable to provide a joint creative product in the form of public 
relations programs and staff services for clients of the agency. 
(3) Administrative and Service--Chief of office admin-
istration, bookkeepers, receptionist, copy boy, janitor, etc •• 
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B. What are the criteria for membership in the organi,zation? 
(1) Executive--Achievement. Witie experience in corporate 
public relations. College graduates preferred. Moral character must be 
above reproach. 
(2) Professional and Creative-- Prefer college graduates. 
Must have depth of skills related to clients public relations programs. 
Ability to communicate in writing, with piCtures and art work or both. 
Media experience highly regarded. 
(3) Administrative and Service-- Ability to perform assigned 
unspecialized tasks as directed. 
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C. WHAT INDUCEMENTS FOR PARTICIPATION ARE PROVIDED? 
Economic: 
{1) Salary, bonuses, group insurance, pension plan. 
(2) Financial and job security--stability of income. 
Non-economic: 
(1) Satisfaction of being associated with one of the 
best organizations of its type in the world. Prestige of association with 
other creative and professional individuals. 
(2) A method of organization that nourishes creative 
activity and at the same time distribu:te:s the hazards of insecurity at a 
small loss of individuaJism. 
{3) Self-realization through co-creativity~-a joint 
creative product greater than the sum of individual contribution. 
(4) Relative physical ease--uses mind and hands 
instead of heavy manual labor. Not exposed to severe climate or elements 
while on the job. 
(5) Normal working hours of other businesses. Or-
dinarily does not have to work nights, holidays, week-ends. 
3. STRUCTURE OF THE ORGANIZATION. 
A. On what basis the work divided.? What kinds of specialization exist? 
How far is the degree of specialization carried? What is the basis of de-
partmentalization? 
(1) The work is divided primarily on the basis of individual client 
public relations programs. An account executive and account staff service 
a client. Account executive is responsible for using talent and services of 
entire agency. Some work is done on functional basis, i.e., production of 
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public relations materials, photography, etc.. Account executive must be 
a broad specialist in communications and public relations but also an 
executive with the ability to manage. 
(2) Departmentalization is based primarily on the account--
XYZ Motors, ABC Company; etc •• Two departments are based on a function--
editorial department and staff administration. Staff administration includes 
production and personnel departments. 
B. How is control• direction, and co-ordination provided? What is 
the chain of command? 
(1) The legal organization of the agency is a partnership. 
(2) Three partners compose the top management group. (Two of 
the partners also function as account executives}. 
(3) Account executives, editorial chief and staff administrator 
report to top management group. They also cooperate and coordinate on 
a horizontal level to accomplish servicing of account. 
(4) Account staff reports to account executive. Editorial staff 
reports to editorial chief. Production department, personnel and admin-
istrative personnel report to staff administrator. 
C. How is unity of command provided for? 
(1) Account executives work for three members of top management 
group. Department chiefs also report to management group. 
(2) Account staffs work for account executives. 
(3) Production, editorial staff personnel work fur chief of their 
department. 
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{4) Account staffs are sometimes interchanged for a specific 
task--this detracts from unity of command. 
{5) Production, editorial staff and administrative personnel also 
work for other individuals when their services are required. A writer from 
the editorial department may be required to spend a considerable amount of 
time writing material to be used by an account executive. Although assigned 
to the editorial department he works for the account executive during the 
time he is producing material for the account executive. 
D. What considerations guide the span of control? 
{1) The organizational structure is relatively flat. The three 
partners have over ten people reporting direct to themselves either as 
the management group or individually in their role as account executives. 
(2) Account staffs vary from one to ten people and without the 
specialized personnel temporarily as signed to his control for a specific 
task, the account executive has a relatively ideal size group to control 
from a management standpoint. 
(3) The chief of the production department plus the administrative 
personnel reporting direct to him. Were it not for the fact that members of 
this department regularly are loaned to other departments the size of this 
group is also ideal from a management standpoint. 
IV. BEHAVIORAL PATTERNS OF THE ORGANIZATION 
A. How authoritarian or democratic is the pattern? 
{1} Account executives have relatively broad but specific operating 
limits. They have freedom to make decisions concerning account but are 
controlled to a degree by the budget and policy of both the client and agency 
- ...... -- ........ 
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top management. 
(2) On an authoritarian-democratic continuum, this organization 
leans more toward being democratic. 
B. How willing are members to help out on tasks not specifically re-
lated to their job description? 
(1) Workers must be willing to help out on tasks not specifically 
related to their job description. Naturally there is a limitation to how 
much work a writer can do and vice-versa. The efforts of the entire or-
ganization can be geared to service an account if a contingency occurs. 
{2) Account executives and their assistants are judged in this 
organization by their acceptance and seeking of responsibility. 
C. ;How rigidly does the communications pattern follow the chain of 
command? 
The communications pattern does not rigidly follow the chain of 
command. Partners work directly with members of account and/ or spec-
ialized department staffs. 
D. How important a role does authority play as a means of getting 
things done? 
{1) The authority of the top management group plays an important 
role in 11getting things done'' but, since much of the work of the organization 
is creative it would be almost impossible to give a direct order to perform 
each task. In a situation such as this the group must be motivated and 
led to the desired goals. Economic incentives and an environment fav-
orable to the creative process help to motivate the individual workers. 
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(2) To maintain equilibirium within the organization, authority is used 
as required. Top management holds the final authority on the hiring, pro-
motion, transfer and firing of individual employees. All members of the 
organization must obey the authority of top management and the supervisory 
group for the individual and the group to benefit. 
SUMMARY AND CONCLUSIONS 
As Barnard views the formal organization it is "a system of consciously co-
ordinated activities or forces of two or more persons. 11 Or~izations~ to a 
large degree, guide the observable actions of human beings in our society. 
The success of an organization is not normal, Few are more than two 
hundred years old. Statistics show that of every 100 new business organ-
izations started, approximately 50, or one half, go out of business within two 
years,. - -only one third of the original will be in business after five years. 
Communications, willingness to serve and common purpose are found 
in all organizations. Organizations fail because they cannot attract, develop 
and hold people willing to contribute to the business organization objectives. 
Internally an organization must maintain the vitality brought about by the 
willingness of the members to contribute cooperative effort, The perpetuity 
of an organization depends to a large degree upon the personal satisfactions 
of the individual contributors who work to accomplish organizational goals. 
Ideally the modern public relations agency should provide a favorable environ-
ment for the creative process since its prime assets are its creative and pro-
fessional employees. It is unfortunate that the highly competitive business cli-
mate of public relations counseling prohibits some agencies from providing an 
organization and environment to nourish creativity, because of the cost factor. 
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Maynard believes that 11the effectiveness of a group of people in accomplish-
ing its goals is directly proportional to the effectiveness with which the group 
is managed. 
The activity areas of the public relations counseling agency are: 
(1) Research and Development; (2) Productionj {3) Marketing; (4) Finance 
and control; (5) Personnel; {6) External Relations; (7) Secretarial and Legal. 
Maynard believes that in the managing process, eleven elements of man-
aging are performed to (1) Establish Objectives; (2) Direct the Attainment of 
Objectives; (3) Measure Results. 
Organization is one of the central tasks of the public relations manager. 
Without good organization, the resources of the agency- -its people, its equip-
ment and tools--cannot be used efficeintly. The organizational structure is 
the framework within which managing and operating tasks are performed. 
Public relations agencies, as organizations, serve as educational instru-
ments of our society and as staff o:Bices to clients, PR agencies perform a 
valuable service for clients by making the services of specialists available to 
clients who might not afford them otherwise. 
Fees and service charges paid by the client are the primary source of in-
come for a PR counseling agency. 
Participants in PR agencies include: {1) Top management and middle man-
agement executives; (2) Creative and professional people; (3) Administrative and 
Service. Participants are induced to participate by both economic and non-
economic reward The structure of the organization provides for both depart-
mentalized and specialized taks. Management of PR agencies tends to be 
more democratic than authoritarian due to the creative nature of much of the 
work. Chain of command and communications pattern are not rigid. 
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CHAPTER V 
THE PUBLIC RELATIONS EXECUTIVE 
THE HUMAN ELEMENT IN PUBLIC RELATIONS PRACTICE 
In the previous chapter we viewed the public relations organization. 
Since no organization has life without people--and public relations is no 
exception- -it is perhaps important that we now view the "human" element 
of public relations. 
1 In 1959, Irwin Ross reported in his book The Image Merchants, that 
more than 100,000 people were employed that year in public relations. Al-
though this figure has never been officially confirmed or denied, it is con-
sidered to be reasonably accurate. 2 Of this 100, 000, Ross estimated that 
only 12, 000 to 14, 000 could be classified as public relations "professionals, 11 
with the vast majority of the total public relations population working as sec-
retaries, clerks, bookkeepers, messengers and mimeograph operators. 
Time and space do not permit this author to invest:igate the role of the 
technicians and clerical personnel in public relations. This analysis is focused 
on public relations executives. 
The term "public relations executive" as u~:?ed in this study, means public 
relations professionals who are either:-
1) Top Management 
The public relations agency chairman of the board, owner, partner, 
president. · Those executives responsible for the direction and guidance 
of the total activities of the public relations agency. This might include 
certain executive vice-presidents or vice-presidents who have been del-
egated the authority to direct all agency operations except those of the 
president or chairman of the board. 
r ' 
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2) Major Activity Managers 
Executives responsible for managipg specialized managerial functions 
or important components of the public relations agency. This definition 
includes vice presidents, corporation secretaries, account supervisors, 
account executives and similar titled public relations executives. 
In this study the term executive or manager will mean both public relations. 
top management and major activity managers unless otherwise noted. In prac-
tice the responsibilities and functions of persons carrying similar title vary 
from one organization to another. 
THE THEORETICAL ROLE OF PUBLIC RELATIONS EXECUTIVES 
In management literature, the executive has been aefined as: 
"A relatively high-level member of the management family whose work 
is largely the area of decision making and policy formulation. His capacity 
is such that his judgment, perspective, and skill in properly delegating re-
sponsibility will weigh heavily in the long term success of the business. 113 
Theoretically, individuals function as executives of an organization when 
they serve as a channel of communication to maintain a system of cooperative 
effort within the organization. The executive function is essential to the vitality 
and endurance of the organization and is normally accomplished through formal 
coordination. 4 Barnard has compared the functions of the executive with "those 
of the nervous system, including the brain, in relation to the rest' of the body. 11 
Both the brain and the executive functions maintain a system by directing actions 
which are most necessary to adjustment to the environment, but since the brain 
relies on the body for certain functions as does the executive function on the or-
ganization, it cannot be said that either manage completely since many functions 
are independently performed by both the body and the organization. 5 
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In terms of the overall function of public relations, what is the theoretical 
role of the public relations executive in our society? Dr. Otto Lerbinger of 
Boston University believes that his role is "to help establish, define, and re-
gulate the relationship between one social unit and others. 116 Dr. Lerbinger 
refers to him as the "in between" man--he helps society run more smoothly 
by helping his client to work in the public interest and vic e -versa. 
In his public relations function the public relations executive works in the 
interest of an organization (client) to do ·one or more of three things: 
"1. To help clarify ?-nd strengthen its status and power. 
2. To enhance the value of its products by developing a favorable 
corporate image. 
3. To act as a ' social bookkeeper who helps to adjust the inequities 
of our economic system. " 
To perform his public relations function the PR professional must have a 
variety of skills, including: 
1. The ability to identify the organizational publics whose opinion, under-
standing and support is important to a particular situation. 
2. A working knowledge of the various communications systems that 
can be used to transmit a message to a particular public. 
3. The ability to structure and package a message in such a manner 
that it will reach the public intended. 
4. The capacity to learn and to adapt himslef to new situations with the 
ability to function as a creative problem solver. 
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It is perhaps important that we now look at the popular image of the public 
relations executive as reflected tn the literature of our society. 
THE POPULAR IMAGE OF THE PUBLIC RELATIONS EXECUTIVE 
The popular image of the public relations executive plays an important 
role in the effectiveness of public relations profepsionals as they perform 
their function in our society. A powerful force in shaping the image of the 
public r e lations e x ecutive is popular literature, motion pictures and television. 
A great deal has been written recently about public relations and public relations 
executives. S ome authors, incl11ding Hollywood script writers, have glamorized 
the social role of public relations executives~ Others have held it up to ridicule. 
Either way the image of the public relations executive today is not totally flat-
tering. 
Eugene Miller, Director of Public Affairs and Communications for McGraw-
Hill Publishing Company, and author of the 1960 Business Week report 11Public 
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Relations Today, 11 believes that ''Public relations men--along with their 
Madison Avenue cousins, the advertising fraternity--have become one of the 
favorite whipping boys of a small group of people who enjoy kicking the shins 
of any group they don't have intellectual rapport with. 11 
Two recent books have contributed to the unpopular image of the public re -
lations executive. The first, Life in the Crystal Palace, by Alan Harrington 
depicted public relations men as "intellectual sqcial climbers trying to upgrade 
their trade into a profesSion. 118 Another, The Image Merchants, 9 by a New York 
City newspaperman, Irwin Ross, depicts public relations executives as "the men 
who put kid gloves on hands that never wore them--who give gGlden voices to 
I \ 
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throats from which no songs come- -who create for public vision the images 
they are paid to create. " Flamboyant, pretentious, and longing for the re-
assuring dignity of being called a profession, is how the p1,1blic relations trade 
is described on the dust jacket of Image Merchants. Despite the comments on 
the dust jacket of Image Merchants this author believes that Image Merchants 
is a valuable contribution to public relations literature since it is perhaps the 
first and only book written in s 'ufficient detail about public relations practice ·tEJ ~ve 
a comprehensive and detailed analysis of the "big picture" of public relations 
practic·e. Its most important contribution was that it was written in sufficient 
detail to let the reader draw his own conclusions. 
Public relations executives who might damn Image Merchants as a distortion 
of the facts concerning public relations practice and public relations executives 
should be aware that research has revealed that we should not expect to f ind a 
one-to-one relationship between characters in media fiction and what we know 
in the real world. 10 It has been found that the media select and emphasize 
certain dominant themes of our culture. Although disguised .as entertainment, 
these themes represent our real concern,S. 
Analysis of fictional characters should find exaggerations of certain charact-
eristics of any profession or group. These exaggerations symbolize the ideals as 
well as the fears and concerns of our culture. Thus we often find in fiction a 
medical doctor characterized as a hypocrite or a hero; the military officer char-
acterized as a rigid disciplinarian or an incompetent. In American fiction, 
characters are usually presented in unflattering terms; usually either naive or 
cynical. In any eyent they carry with them the imperfections of character and 
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mind derived from the American sett1ng. 
But how does our society gather the information on which to build an image--
popular or otherwise- -on any group within the society. In addition to the mass 
media the public must rely on personal contact with the group, where first-hand 
observation discounts or reinforces beliefs- -depending on the actions of the in- · 
dividual members of the group. Whether it is client;>, the media, or other mem-
bers of the business and social community who observe public relations men and 
form an opinion, it is the sum total of group opinions that create the popular 
image of public relations-- good or bad. 
This author believes that one reason for much of the unflattering characteriz-
ation of public relations executives in our literature i$ the "impression manage-
ment" p r acticed by certain public relations executives. "Impression management," 
according to Dr. Lerbinger, is 11the strategies and social techniques which people 
use to guide the way in which they appear to others. 11 
11Impres13ion management•• is practiced to a degree by most members of our 
society. It can be as simple as a man straightening his necktie before making a 
public appearance, or as involved as maintaining certain mannerisms or a prestige 
automobile or address to impress your associates. 
When a public relations executive· . reports to hi$ colleagues at a national con-
vention that public relations is 11 The most fascinating, intriguing, interesting and 
challenging profession on earth, 11 --he is practicing one form of impression man-
agement. When he spends large sums of money on entertaining the working press 
and makes a flair of the paying of the check; or when he showers gifts on the 
11 gatekeepers 11 to the communications channels of our society, he leaves another 
distinct impression. 
I 
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When a public relations executive operates his firm from a penthouse 
high over Fifth Avenue, maintains a huge elegant home and office in the 
high r e nt district of Manhattan, . or requires all of his e xe cutives to wear 
$200 suits, $20 neckties a n d carry imported leather attache cases with gold 
monograms he is building or supporting an image that is difficult to change 
with words. 
Returning ·to the research conducted on the content of American popular 
fiction we find that the male hero is ideally .a young , middle class, white, 
adventurous, well-to-do American, who f?trives for popularity and success and 
ll 
to love and be loved. Therefore it is not unusual for the public relations e x -
ecutive's image to be quite similar to the American ideal. It is perhaps only 
a coincidence that some public relations men aspire to this same image 
by practicing a form of "impression management. 11 
The mass media play a most important role in the image moulding of 
members and groupS. in our society. The very nature of the public relations 
man as a person and as an executive requires a close ofte n personal working 
and social r e lationship with the media representatives. It is perhaps signif-
icant that the media has voiced and tra:qsmitted much .criticism of the public 
relations profession. Some persons have e x pressed the belief that the working 
press r esent the public relations man because some have deserte d the media 
for a position in public relations solely because of higher income. ThiS. is per-
haps t;rue but it is this author 1 s b~lief that "impres sian management" by public 
relations e x ecutives is a major cau se. of the friction between public relations . 
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executives and the press. 
For example, I rwin Ross interviewed hundreds of people to gather dat a for 
his book on public relations. He reports that one public relations executive was 
very receptive to him as an inquiring reporter. However, when interviewed, 
the practitioner talked with passion about his theo r ies of public relations but 
not about the "mundane operations of his office and certainly not about money. 1113 
Public Re l ations literature, as pointed out earlier in this thesis, and the activ-
itie s of professional public relations organizat~ons pretty much reflect what 
really concerns the public relations profession. The literature and professional 
organization activity often leave the outsider with the impression that public re -
lations is mostly an art and a philosophic method of getting thing s done. Accord-
ing to Mille r , the public relations man often leaves other busine ss executives 
with the impression of being a "second-string business man. 1114 Public re-
lations executives(practitioners) often appear to be more philosophical than bus-
iness oriented. This, coupled with occa!?ional unrealistic public relations pro-
grams, both financially and in terms of the business climate , plus a reputq.tion 
for living outside the budget, contribute to the unpopular image. 
Mille r reports that one executive interviewed by h im concerning public re-
lations executives commented "In our company the {public relations) department 
is known asthe Opera House. It has more prima donnas than the Metropolitan. 1115 
FACTS ABOUT PUBLIC RELATIONS EXECUTIVES 
The youth, the glamour, the theoretical and philosophical manner, and the 
high monetary rewards a:;;sociated with public relations executives might cause 
aspiring youngsters and students of public relations to enter the field with a 
false image of the profession. "I keep getting these young sters straight out 
r 
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of college," sayp Milton Fc;tirman, PR Chief of the Borden Company, "who 
seem to think that we spend all our time taking people to expensive lunches 
and indulging in all sorts of agreeable skulduggery. 1116 
Although much of the work of public relations is mental--creative planning 
and counseling--and some public relations men lavishly entertain clients and 
work on Fifth Avenue--pehind the scenes this author found the professional 
public relations man to be far different from the popular image. Rapid access-
ion to the top of the professional ladder, high salaries and exciting publicity 
and counseling work are not as common in PR as one might think. Publicity 
and counseling are not the only functions of the PR executive--nor his only 
problems. Public relations operations is keenly competitive. A reputc;ttion, 
a client, a business can be lost by unskilled practitioners or the failure of 
a poorly planned program. 
Public relations agencies are business organizations. The ir purpose is to 
succeed as a business enterprise. Managing a puccessful business enterprise 
is at the least a difficult task. Although the management exercised by public 
relations executivep has not been too well document in the literature, it never-
the-less exists. Therefore it is important that we analyze the public relations 
executive and his functions if we are to better understand his role in our society. 
17 18 
Who 1 s Who in Public Relations and PR Blue Book report data concerning the 
public relations executives of the majority of our large organizations and counsel-
ing agencies. Who 1s Who-- reports the typical PR executive is: 
1147 years old; College Graduate; Present employment for ten years; 
Public f.{e],~tion:s work or allied field 18 years; Is a member of management; 
Belongs to professional public relations organization. 11 
Who's Who --reports also that: 
84% of those listed are college graduates. 
20% hold master 1 ~ or doctorate degrees 
42% started careen; in journalism or free lance writing 
14% started in publicity or public relations 
6% started in teaching . 
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28% started in farming, accounting, religious work, fira nee, engineering, 
selling and numerous pursuits not related to public relations. 
93% belong to one or more national PR organizationp. 
It is perhaps significant that the level of education of public relations ex-
ecutives is much higher (9 3% college graduates) than top executives of our 500 
largest ind:ustrialcorporations. A Fortune magazine study of the top executives 
of industry found that of 365 top executives who indicated their educational back-
ground, ll5 or 32% were not college graduates; 250 or 68% were. Of the 250, 
ll9 had liberal art$ degrees, 119 had degrees in practical or applied arts such as 
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engineering. 
Salaries of PR executives cover a wide range. Ross reports that sa~aries at 
Hill and Knowlton- -one of the largest public relations firms in the United State~--
ranged from $6500 per year for an assi~tant account exec.ut±v·e ·t o $20, 000-$25, 000 
f d . h . 1 20 p f' h . or an account coor Inator w o supervises severa accounts. ro It s aring 
and bonuses can raise this figure dur.'ing more successful years. 
A questionnaire survey on "Career Opportunities in Public Relations" was 
21 
mailed to 142 persons by John E. Sattler d:uring Febr:uary 1960. The 142 persons 
represented 19 different public relations position classifications. One of the 
questions asked public relations personnel by the survey was: "What starting 
salary would you pay {a promising college graduate who has no practical exper-
ience)? 11 The 104 respondents reported starting salaries ranging from $3000 or 
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less to ''Over $5000." Salaries offered by this .same group for the college 
graduate with five years experience ranged from $5, 000 to "Over $8000 11 -:--64% 
co-uld expect from $6000 to $8000 with five years experience, After ten years 
of experience, respondents to the Sattler survey would offer the college grad-
uate from "$8000 to over $12000"'- -the top salary not reported. In general terms 
the salaries of college graduate public relations exec1,1tives, according to the 
report on the Sattler .survey, are not higher than those offered other executives 
in industry but do exceed media .salaries. 
Respondents to the Sattler study pointed out the obvious: "Individual pro-
gress i.s the chief yardstick for financial growth. 11 
THE FUNCTIONS AN.O RESPONSIBILITIES OF THE PUBLIC RELATIONS EXECUTIVE 
The principles of scientific management have been thoroughly documented in 
literature during the past thirty years. Fayol, the French industrialist was one 
of the pioneers with his General and Indu~;~trial Management. J. C. Mooney, 
President of G:aneral Motors Export Corporation, and A. C. Reiley collaborated 
to publish Onward Industry in 1931. .F. W. Taylor--perhaps best known for his 
scientific management .studies; Mary Parket Follet; L. Urwick; Herbert A. Si man; 
Chester I. Barnard; H. B. Maynard; George R. Terry; William H. Newman; 
Harold Koontz and Cyril O'Donnell; Henry H. Albers; PaUl E. Holden, Louns-
bury S. Fish, Hubert L. Smith; James G. March; and: Fremont A. Shull are 
authors of some of the literature surveyed to prepare this thesis. 
Looking first to FAyol we find that generally he categorized the operations 
of a business into six main gro1,1ps- -technical, commercial, financial, security 
accounting and administrative operations (management}. 22 
L . 
According to Fayol there are five main aspects to the key function of 
management: 
To Plan 
To Organize 
To Command 
To Co-ordinate 
To Control 
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Fayol~ original and classic theo:ry ha~ been generally supported by authors 
and teachers of management. Although his work was best known in Europe un-
til recent years--it was not translated for American students until recent years--
it is possible to find this same general functional pattern in much of the literature. 
Chester I. Barnard, author of a classic in management The Functions of the 
Executive 23 theorizes the executive function to be: 
"The functions of the executive are those of control, management, super-
vipion, ;;tdministration. These functions are exercised not merely by high off-
icials but by all those who are in a position of control of whatever degree. In the 
large scale and complex organization~=>, the assistants of executives, though 
not themselves executives are occupied in the work of these functions. 
On the other hand it not infrequently occurs that high officials in organ-
izations, though known as executive.s and occupying important positions, ex-
ercise few or unimportant and incidental executive functions; and at least 
some work of all executives is not executive in the sense which concerns us .• 
The nature and process of an organization Gtetermine what the executive 
functions are and how they are to be performed. 11 24 ;c 
/ 
26:; 
Holden, Fish and Smith, authors of Top Management Organization ;;tnd Control 
theorize that the primary responsibilitie.s of top management executives are: 
1) Farsighted planning and clarification of objectives; 
2) A sound plan of organization; 
3} Effective means of control; 
4} Fully qup.lified personnel in all key positions. 
·-~·-~ 
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Using the Holden, Fish and Smith theory on the primary responsibilities 
of top management as a guide, this author derived the following four respon-
sibilities of public relations executives: 
1. Farsighted Planning and Clarification of Objectives. 
The future of the public relations agency rests with the planning and 
clarification of objectives by agency executives. Whether this function is 
centered· in one top executive- -in a small agency- -or in a development com-
mittee or plans board of a large agency, this function remains the responsib-
ility of top management. 
Business objectives may vary in an agency from making a better profit 
to the establishment of growth charts for agency business and professional-
ization of agency personnel. These objectives can be categorized into two 
groups: Near-term objectives ("Do Lists) and Long-term objectives. 
Near-Term Objectives: Might include immediate financial problems 
or expenditures; acquisition of an account; major changes in agency staff; 
str~ngthening of professional qualifications of agency personnel; modification 
of the agency organization; and clarification of policy regarding the creative, 
management or marketing function of the agency. 
Long-Term Objectives: Near-term objectives often become or are 
integrated into long-term obj e ctives. Management projects the status of the 
agency two, three or five years into the future and based on economic and 
statistical forecasts determines what the long-term agency objectives should be. 
This type of planning lends stability to agencies and permits a solid growth pat-
tern. Not all public relations agencies have clearly expressed long term object-
ives nor the plan of action to achieve objectives one to five years ahead. 
( ' 
· .. 
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Of the top agencies visited by this author all had long-te rm objectives stretch-
ing five or more years into the future. 
Smaller agencies often lack long-term objectives b e cause the owner and/or 
top executives ar e too busy functioning as public relations technicians to d evelop 
long-te rm obj e ctive s. They exist much the same as a guerilla band living off 
the land and with few clear cut objectives or plans except to fight toward ul-
timate victory. The guerilla band must pit its keen wit, morale and p e rsever e nce 
against the elaborately organized army served by strategists who have the clear 
cut obj e ctive s, the detailed strategy and the resources or logistics to attain ob-
j e ctive s. Just as the leader of the guerilla band often spends a great deal of 
his tim e as a combatant, the smaller agency executives must spend a great 
deal of their time performing the operational tasks outside the executive function. 
In practice it might seem absurd for the management of a small agency to spe nd 
. a great deal of time planning for agency operations fiv e years ahead when there 
may not be an agency one year from now if he doesn 1t get to work writing that 
news release for the client or drafting an annual report. This author believes 
however, . that a wider adoption of some long term planning, even at the expense 
of a share of the ag ency profit, should pay off in future success of smaller and 
medium size agencie s who lack objectives and plans today. 
2. A Sound Plan of Organization. 
Even a one man public relations agency requires the organization of the 
principal 1s efforts. When you add one more person, whether it be a secretary, 
an assistant or another executive, you must have a sound plan or organization 
for full e ffectivene ss. Age ncy management must continuously analyze the 
phases of the organization from an objective management standpoint. When an 
agency is small and establishing a position in the field, its principle n e eds 
are easily listed: 
1). Professional public relations service for clients. 
2). Enough clients to establish and maintain a profit • 
. 3). An agency office facility consistent with the immediate and pros-
p e ctive needs of the agency. 
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4). Enough working capital to cover overhead costs and to finance 
servic e and out-of-pocket e x penditures reimbursable by the client. This cap-
ital can be acquired through either one or more members of the agency--owner 
or partnership; through the sale of corporation stock; by loan; or by gift or ln-
heritance. The organizatior:al structure of the smaller agencie s is pretty 
much a pooling of the knowledge and skills of a f e w men. If this organization 
remains rigid and inflexible , the future of the agency is in j e opardy. A sound 
and flex ible plan of organization must be developed to meet the near-term and 
long-term objectives of the agency--regardless of the personalities employed 
by the agency today. 
· 3. Effective Means of Control. 
Control p e rmits agency management to delegate responsbility for the 
nuts and bolts of agency operations. Thi s permits the top executives to c on-
centrate on the means and methods to guide the agency to pre-determined 
obj e ctives. 
Control measures can be as simple as a control over the burden placed 
on managerial executives to the elaborate cost-accounting system used by 
Ruder & Finn to accomplish agency objectives. Devices for conserving .or 
controlling top executives 1 time 'used by other profe ssional e xecutives include: 
86. 
1. The use of high-caliber personal assistants to the major executives 
to hand much of the detail. 
2. Effective use of a capable staff organization to analyze, digest and 
make recommendations to facilitate executive action on proposals 
submitted. 
3. Limitation of the number of subordinates reporting directly to one 
executive. 
4. Physical separation of the offices of major executives and their sub-
ordinates, preferably on different floors. Insistance that subordinates 
confine visits to one a day and only for worthy matters in crystalized 
form instead of 11 runn,ing to the chief with every problem that occurs.'' 
5. Insistence that all but emergency matters be submitted to executives 
in written form- -the urgency of some situations and importance of 
ideas fade between the time they occur and the time they are put in 
written form. 
6. To govern the allotment of executive responsibility so that executives 
will have one-third of their time for personal supervision, another 
third for constructive thinking, planning and organizing, and one third 
for the administrative routine. 
7. The establishment of a . central office for clearing the deluge of lit-
erature2.{orrespondence, requests for information, and similar de-
mands. 
4. Fully Qualified Personnel in All Key Positions. 
Public relations agencies, like many similar business organizations, 
appear to leave the provision of key executives to sources outside the agency. 
Agency management interviewed by this author pointed out that the nature of 
public relations counseling requires .that an individual be skilled before he can 
become useful to the organization. Few agencies feel they can afford to take 
green youngsters and develop them into top executives . To fill vacancies in 
the agency, management looks to the outside world- -particularly to industrial 
public relations departments and/ or to other agencies. Often the growth of an 
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agency is slowed, according to one top New York PR executive, because a 
qualified account executive is not available to hire to serve the account. 
It is perhaps significant that carefully planned executive training programs--
such as those used by General Electric, Ford Motor Company, McCann-Erickson, 
etc •• - -are not apparent in public relations organizations surveyed by this author. 
The larger agencies-- such as Carl Byoir & Associates, Hill & Knowlton-- conduct 
regular luncheon meetings or evening sessions for junior executives, to expose 
them to agency operational problems and to broaden their background in public 
relations techniques and account management. Carl Byoir & Associates con-
ducts an annual two or three day seminar outside New York City for 50 or 60 
of the agency staff. The objective is to sharpen the focus of the executives on 
agency objectives for the coming year. 
There can be little question that maintaining fully qualified personnel in key 
positions is a major function and problem of agency management. Another major 
problem is evaluating the effectiveness of executives and technicians. No absol-
ute measure or yardstick is available for evaluating PR effectiveness. Later in 
this thesis this topic will be discussed in more detail and will be based on this 
author 1 s interview of top public relations agency management. 
FUNDAMENTAL OPERATIONS OF A PUBLIC RELATIONS AGENCY 
Barton believes there are three basic operations fundamental to an adver-
0 0 0 27 t1s1ng agency operation. These three basic operations can be adapted to 
a public relations counseling agency as follows: 
,\ 
r 
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1. Sales or Marketing of the Agency Service. The acquisition of new 
clients for the business and the ability to maintain sound relations with 
exisiting clients. This is not unlike the sales and marketing function of 
industry- -the agency public relations serivce is the agency product. Diplom-
acy and salesmanship are key roles in this function. 
2. The Creative and/or Production Functions. The raw materials of a 
public relations agency are primarily people and their ideas. Thus creativ-
ity is purchased by the client. This includes the technical ability to com-
municate organized public relations ideas and programs. 
3. Management. Since the agency has exactly the same reason for 
existence as its clients- -to succeed as a business enterprise- -it requires 
~.~· skillful management. It is through the executive decisions involved in this 
management that the overall agency goals are determined and achieved. 
This function is carried out by the executives of the agency. The vision, 
farsightedness, resourcefullness and executive ability of this group largely 
determine the success or failure of the organization. 
THE PUBLIC RELATIONS EXECUTIVE FUNCTIONS ON THREE LEVELS. 
According to Dr. Otto Lerbi:nger of Boston University, the public relations 
executive functions on three levels: 
1. 1. The Executive Level. He is responsible for the complete organ-
ization's role in our society. This includes deciding the mission (objectives) 
of the organization, establishing the basic policies to guide the people who 
make the decisions as to how the organization will reach the objectives; 
leadership of the entire organization team as it progresses toward the ob-
jectives; and determining when and if objectives are achieved or how far 
they were missed and why. 
2. The Professional Level. Interp'retation of organizational objectives 
and policy guidance. Development of strategy to accomplish the objectives. 
3. Technical or Specialist Level. This is the work performed by people 
1n roles where they are held responsible for having particular concentrated 
knowledge pertaining to one or more phases of the service perfor~ d as a 
product of the agency. The operational work of this group is perhaps the 
easiest to analyze since a concrete product is often apparent--news release, 
speech, art work, etc •• 
To perform the above functions it is apparent that certain qualities should be 
evident in the public relations executive performing the functions. These include: 
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1. His Skill in Human Relations. Management m e ans getting things 
done through people. He is a manager of men. He must have the capacity 
to l e ad and work with other men. 
2. Creativity or Innovation. This is required in all thr e e functions. As 
a top ex ecutive h e must cr e ate and innovate better ways to improve production-
-be a dreamer in a sense. He must improve the environment of the organiz-
ation. He mus t ask: Where are we going? The professional level and tech-
nical or specialist level also require these qualities and this is where cr e -
ativity is most often associated in literature concerning public relations. 
3. Moral Code. H e must have'built in' ~ : values. Fed with c e rtain facts 
h e must b e reli e d upon to make a decision which is not only in the interest 
of the organization but in the interest of society in general. This character-
istic will be reflecte d in the public philosophy of the organization. 
In s u rveying public relations literature,, this author found that the majority 
of the material printed about public relations practice concerned the t e ch-
nical or specialist l e vel, and, to a degree, the professional l e v e l. This tech-
nical literature included the well known "How to write a news release, 11 and 
XY Z Conducts a Successful Plant Opening, 11 and the never ending debate on 
professional status for public relations practitioners. It is perhaps signi,ficant 
to the authors and readers of technical public relations literature that research 
has confirmed that technical ability (such as writing news releases or report 
preparation) is the most important ability 6f workers. But, the relative im-
portance of managerial or executive ability increases as one moves up the scalar 
chain. Management is the most important ability n e cessary for exe cutive succ e ss 
in the business world. 2 8 
This author recognizes that the very nature of public relations requires 
that agency executive s ofte n function as technicians. It is not difficult to gener-
alize how the top executives of an agency would be in a position to do much of 
the selling, or acquisition of new clients, due to the accepted ethics of the PR 
profession. 
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Also, there can be little doubt that the broad background, experience and 
reputation of some of the top agency executives is a primary selling point 
to agencyclients. The client in turn expects the agency "top brass 11 to at least 
' 
counsel the client and may often demand his presence on the scene in a crisis 
involving the company retaining the agency. When the client is the "life blood" 
of an agency, and some clients are, or if the manager feels he has the time to 
function as an account executive. then the practice of top executives working as 
technicians or spe cialists is perhaps justified. It is only when the top exec -
utives become so involved in problems and in the acquisition of new agency bus-
iness that they fail to direct the enterprise toward its goals that the practice of 
executives working as technicians or specialists can be harmful. 
It may be significant at this point to compare the amount of time top corp-
oration executives in American industry give to the various functions of the 
corporation. A recent study conducted by the Industrial Relations Center of the 
University of Minnesota reports how the "typical 11 executive 1s work week is 
divided: 
"The executive work we ek t~taled 47 hours. 29 
Activity Time Per C ent Work Week 
Planning 9 hours 19 
Supervising 12 hours 26 
Coordinating 7 hours 15 
E valuation 6 hours 13 
Investigation 5 hours 11 
Negotiating 5 hours 11 
Staffing 2 hours 4 
Representing 1 hour 2 
47 hours 100% 
.. 
i' 
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QUALITIES AND QUALIFICATIONS OF PUBLIC RELATIONS EXECUTIVES 
Unfortunately for this study, much of what has been said or written about 
·public relations executive qualities and qualifications has concerned mainly the 
te:chnical skills withlittle emphasis on the executive skills. This may be at-
tributed to the public relations professions own image of itself--more tech-
nician than executive. Perhaps the executive title is acquired by some PR 
men only for prestige purposes since they cannot achieve professional status 
as technicians--typesetters and printing press operators are not classified 
as professional journalists. Perhaps public relations does not deserve to be 
classified as a profession. 
Public relations agencies provide specialized service which some prac-
titioners prefer to refer to as an:.ar:t. Most agencies started with one man--
probably a former newspaper man- -who became an entrepeneur largely be-
cause of his creative temperment and the desire for more creative freedom. 
As the agency grew in size he hired people to help him service the accounts, 
and for some reason--possibly functional, possibly ego--he generally hired 
newspaper men. As new accounts were acquired in the rush of new business, 
additional members were added to the staff. If business declined, he layed 
people off. 11 Like Topsy, We 1Just Growed 11 31 is an appropriate title for the 
case history of many public relations agencies. 
The qualities and q.ualifications of public relations executives is of vital 
importance to the success of any public relations agency. What the qualities 
and qualfications of a professional public relations executive should be is often 
debated yet seldom agreed upon. Many agencies hire only former newspaper-
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men, apparently on the assumption that if an individual is qualified to serve 
as a newswriter or on the editorip.l staff of a newspaper he is qualified to 
serve as a public relations executive. Newspaper experience, has in the past, 
been one primary pr e -requisite for employment with public relations agencies. 
This author does not question the value of the skills acquired by service on 
the editorial staff of a newspaper. But the question arises; "Is day-to-day 
newspaper staff experience of paramount importance to an individual hired 
for the broad executive responsibility o:f a public relations counseling agency? 
How does newspaper experience prepare an individual to become a professional 
manager who can plan, organize, direct and control the functions and employees 
of a business enterprise.? Which is most important, the public relations exec-
utive 1 s ability as a copy chief or report writer or his ability as an executive 
who can manage an agency including the technicians employed to write copy 
and reports? 
John W. Hill, former newspaperman and presently Chairman of the Board, 
Hill and Knowlton, reported his views on the qualifications for public relations 
I 
employment in a 1960 New York Life Insurance institutional advertisement · 
which appeared in numerous mass · circulation magazines. The ad title was: 
"Should Your Child Go Into Public Relations?" Here is what Hill said: 
''If I were asked to sum up the qualifications of the ideal public relations 
person, I would say, first of all, that he would display a flair for clear 
expression. 
Second he would have a solid education, especially in the liberal arts. 
But to reach the top levels in public relations he will need much more--
he will need superior qualities of mind and character- -intelligence, judge-
ment, objectivity, curiosity, imagination and above all 1integrity 1." 32 
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33 J. T. Cunningham, writing in the January 1962 PR Journal, expressed 
his idea of the ideal public relations director as: 
"The ideal public relations director usually is a generalist with mature 
knowledge both of company policies and operations and of public relations 
· principles and techniques. He must be a good administrator, capable of 
complementing his weak points with his staff Qr outside specialists •• He 
must be able to communicate with others, both orally and in writing. For 
background training he should be schooled in liberal arts and business ad-
ministration. If 
Another definition of the "ideal" public relations man is reported in 
An Occupational Guide, published by the Public ·R:_,d.ations Society of America. 
The Guide stresses judgement as the "most important single qualification that 
the worker must possess. 11 In addition, the guide lists: 
" •••• imagination which is ari. important attribute for coping with new 
problems and commanding the attention of others." 
11 
••• verbalizing skills, which underly competence in writing and speaking--
combined with training in these arts." 
" ••• extroverted traits, sufficient to make possible successful frequent 
face to face contacts with other individuals and groups." 
" ••. sensitivity to other people. To profess a liking for people will not 
help a candidate get a job. However, both diplomacy and a more than ordin-
ary ability to place oneself in the shoes of another is important. 11 
rr ••• organizing and planning skill, leadership, and administrative ability. 
As with many other occupations, managerial skills are invaluable assets for 
successfully climbing the public relations career ladder. 1134 
Charles Steinberg, author of "The Mass Communi<Gltors" believes that: 
"•. top public relations men are profound students . of public affairs, re-
quiring an understanding of economics, political science, psychology and 
social science. "35 
Steinberg has this to say concerning the value of newspaper experience for 
those who seek a career in public relations: 
') ~. 
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"Some of the greatest public relations men started as newspaper writers 
or as publicists. Some of the greatest have not. Journalism training 'is an 
asset in publicity writing; it is not an absolute essential in public relations. 
Many public relations men have been teachers or lawyers, and at least one 
was the dean of a liberal arts college." 
Milton Fairman, PR Director of the Borden Company and a former news-
paperman believes the qualities required for success in public relations to be: 
"From what I know of public relations and its good practitioners, I believe 
that there are three qualities required for success: 
Judgment-- analyze data, determine what is relevent, and come to prac-
·- · · tical decisions with dispatch. 
Intelligence--high IQ, intellectual curiousity, and a wide range of interests 
and knowledge. 
Articulateness-- to verbalize ideas and communicate effectively. ~r36 
Fairman believes there are additional qualities for those who aspire for 
success as public relations managers. These include: 
Imagination--to rise above the commonplace with plans and ideas. 
Empathy-- To be in touch with and understand those you work with. 
Objectivity-- Avoid emotionalism- -look at things from an outsiders point 
of view. 
Leadership-- Inspire, guide, and direct. To gain support. 
Organizational Ability-- Establish realistic goals and plan to reach them. 
To acquire resources and manage them effectively. 11 
Richard A. Stimson, writing in the Public Relations Quarterly Review, gave 
this summary of the work of public relations practitioners: 
"My work cannot be done satisfactorily without a broad educational back-
ground, considerable knowledge of human behavior, skill in communication, 
high ethical standards and sincere desire to render useful service. 11 37 
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THE USE OF CLINICAL PSYCHOLOGISTS IN PR EXECUTIVE SELECTION 
In an article in the Quarterly Review of Public Relations, Dr. Murray 
H. Sherman reports that he believes the use of clinical psychology exam-
inations to select public relations executives is a new and promising de-
velopment for public relations and p _sychology. 
Dr. Sherman interviewed and tested the entire executive population of 
the Ruder & Finn Agency. He believes that certain personality character-
istics were clearly manifest, although some traits were shown in different 
ways. From this interview Sherman evolved a public relations profile to 
use in the selection of new executive personnel. Sherman believes that 
having determined the patterning of executives of proven ability, he was able 
to evaluate the potentialities of new candidates. 
Sherman believes that he has is alated the common pattern of mental 
and personality characterisitcs which any single executive is likely to 
possess to a large extent. These characteristics may be divided into 
ten predominant qualifications. The first five are considered general to 
business success of any exec.ntiv~ The last five are specific to success 
in public relations counseling. Together, the ten characterisitcs provide 
a composite picture of Sherman's concept of a public relations executive. 
Using this composite.:picture or image as a framework it is possible to 
compare an individual to the framework to determine the potential success 
of the individual as a public relations executive. 
-- ---r--- ~  
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TEN QUALIFICATIONS DESIRABLE IN A PUBLIC RELATICN3 EXECUTIVE 
Here are the ten qualifications Dr. Sherman believes are desirable in 
a public relations exeuutive: 
111. Response to tensioni Almost all successful public relations exec-
utives are tense people ••• The executive scores higher under tension. 
2. Freedom for action or initiative~ For successful executive work it 
is of crucial importance to take immediate aggressive action without waiting. 
If characteristic is absent in a person it is unlikely to develop. 
3. Persistence, learning by error: 
does not repeat error second time. 
Makes fast decisions but generally 
4. Drive, energy, reality, ambition: These three traits constitute a 
triad and are seldom found in isolation. • Much of our countries leader-
ship comes from men who possess drive, energy and ambition to an un-
usual degree. It is of invaluable significance for executive personnel 
selection. 
5. Objective, factual thinking: Cannot be too theoretical. Seldom 
that an executive gets his best scores on tests of abstract conceptualization. 
6. Flexibility in attitude: Crucial significance for public relations 
executives. • • See matters from someone elsers point of view. 
7. Service concept of self: Spontaneous effort to help other people. 
Identification with other people in his environment. 
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8. Friendliness and likeability: The public relations man is regarded 
as friendly and likeable. 
9. Doing well in a large variety of tasks: Despite lack of aptitude for 
them •• • the public relations executive performs well in a great many dif-
ferent areas of living. This trait is due more to venturesome spirit and 
general interest in the world at large •• He is not a perfectionist nor possessed 
with high degree of abstract intellectualzing ability. Leariring has social 
rather than academic focus. In evaluating executive candidates it is more 
important to judge the manner and goal of learning than the actual success 
or failure of particular items. 
10. Relative lack of self consciousness: In general, overt anxiety, 
dependent attitudes, over-exactness of expression and ingratiating be• 
havior are direct evidence of self-consciousness. Smugness, blandness 
of emotions and blatant opportunism have no place in public relations. 
Dr. Sherman also reports in the Quarterly Review of Public Relations 
article, that the Ruder & Finn Agency experience in the use of clinical 
psychologists in the selection of potential public relations executives has 
been relatively successful and is now a standard procedure used in the 
selection of executives for the agency. 
During interviews with public relations executives this author found that 
the use of clinical psychologists in the selection of potential public relations 
executives is rather common in the larger agencies. However, like many 
other aspects of public relations practice the subject of the utility of psycho!-
ogical examinations of executives is controversial. One executive bitterly 
denounced the procedure but refused to go on record with the reasons why. 
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PROFESSIONAL EXAMINATIONS FOR PR PRACTICE 
It has been suggested that professional examinations, comparable to those 
required for legal or medical practice, be administered before an individual 
is permitted to practice public relations, Public Relations practiP:!.oners in 
Great Britain must pass a rigid professional examination before they are 
licensed to practice or granted membership in the Institute of Public RElations. 
Advocates of similar examinations for U.S. PR practitioners recommend 
that potential PR practitioners demonstrate professional knowledge and/ or 
skill in: 
1. Principles and understanding of Public Relations. 
2. Comprehension of responsibilities and obligations of PR practitioners. 
3. Competence with the media. · 
4. Use of advertising as a public relations tool. 
5. Understanding and application of research. 
6. Business procedures. 
7. Economics. 
8, Government. 
9. Group and Association action. 
If you view the skills and qualities associated with the "ideal" public 
relations man and couple these with the physical, mental and moral respon-
sibilities associated with business executives in general, you might general-
ize that the "ideal" public relations executive is a rare individual in our 
society. 
Miller reports that newspapermen and magazine editors who work in 
close association with PR men do not share the viewpoint that PR is a profession. 
Among newsmen he interviewed for the Business Week report, the general 
r 
'\ ' 
complaints included: 
Some newsmen felt practitioners had 1soldout 1 to Madison Avenue and 
that public relations men would do almost anything to get their clients in 
print. 
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Some newsmen rated public relations men as hack newsmen who couldn 1t 
meet the standards of journalism; glad handers talented only in picking up 
the bar check; organization men who couldn 1t find a home elsewhere in the 
organization. 
Some newspaper men criticized public relations men for not knowing 
enough about the needs of the media they make releases to, and not knowing 
enough about the company or organization they represent. 38 
EXPERIENCE SURVEY 
This author interviewed top executives of New York City public relations 
agencies in an effort to determine first-hand what qualities and skills they 
sought in potential public relations executives. Here are the comments of 
the five executives interviewed: 
A Relatively Young but Large Agency 
"We look for a man who has a solid background in a special element of 
the business world--steel, media, sales, airlines--who also has the qual- . 
ifications required of the public relations profession. Graduates of Journal-
ism Schools are acceptable but a background in journalism is not a pre-
requisite. 11 
One of the Largest and Best Known Agencies 
The President of this agency told this author that journalistic experience 
was preferred, in fact some type of journalism experience was necessary to 
qualify for employment as a public relations executive with his agency. This 
agency also requires that an individual work a minimum of four years with the 
agency before he becomes an account executive. The agency president stated: 
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ttWe look for a person who is delighted to assume responsibility. During 
the four years he works for this firm before he is eligible to become an 
account executive, we observe him rather closely. We sift out those with 
undesirable characteristics and those who do not have a sense of responsib-
ility. Without a sense of responsibility you cannot become an account exec-
utive with this firm. Judgment is also very important. We have accumulated 
'.many public relations tools over the years. What we need and look for is 
people who have the capability and the judgment to use these tools effectively. 11 
A Medium Size Top Rank Agency 
An executive of this counseling agency cited three qualities sought in pros-
pective publ ic relations executives of the agency. 
1. The individual must be a college graduate. 
2. He must have solid experience and skill in communications- -prefer 
newspaper, magazine, radio or television experience. 
3. Evidence of mature judgment and eagerness to accept responsibility. 
Other considerations mentioned by the executive were that the agency must 
have a position open that can be performed effectively the applicant and the 
individual's moral character be appropriate for public relations employment. 
A Large Top Rank Agency 
A top executive of this agency expressed this general statement about his 
agency's preference in seeking executives: 
ttWe prefer college graduates- -liberal arts graduates particUlarly. Our 
basic qualifications for employment are high since almost anyone of our 
staff must have the potential of being an account executive. 
We look primarily for experience in business- -corporate public relations 
experience in particular. We seek a depth of skills related to the kind of 
organization we hire the individual to service. tt 
Generally this author found that with all the executives interviewed, the qual-
ities and ski]s sought most were: (1) A college degree. (2) Journalistic exper-
ience. {3) Agency or corporate PR experience. (4) Mature judgment. 
{5) An eagerness to accept responsibility. 
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EDUCATION AND TRAINING OF PUBLIC RELATIONS EXECUTIVES 
"I predict that within the next ten years the professional working forces 
of men and women in public relations will reach 250, 000." 39 
JOHN W. HILL 
Chairman of the Board 
Hill and Knowlton 
To some, this forecast by one of the top public relations experts in the 
United States, may be greeted with enthusiasm bycaus..e·.oi-- tnore opportunities 
for employment or advancement of individuals and a 150% growth for public 
relations organizations. To others, the question might occur-- Where and 
how will these newcomers to public relations be trained to assume professional 
status? 
It is no secret that the majority of the public relations practitioners today 
did not receive their public relations education and training in a college or 
university public relations program. Although most other profesS.ions require 
specified participation in a higher education program and perhaps even a per-
iod of supervised internship as mandatory for acceptance to practice in the pro-
fession, the public relations field requires nothing more than ambition and liter-
acy. Traditionally, public relations' executives have served as newspaper or 
media representatives prior to assuming the title of public relations practitioner. 
Of the PR executives listed in Who 1 s Who in Public Relations 40 42% are former 
newspaper men. 
I ( J 
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Of 165 public relations people surveyed in 1954 by Boston University, 
65 rated newspaper writing as the qualification considered most important 
in a per son applying for a public relations job. The next most important 
qualification, according to the survey report, was a college degree with 
25 votes. 
To the question "Which of the following subjects do you consider of 
most value for a career in public relations" the respondents to the 1954 
study selected "Journalism"--58 votes. The next subject chosen was 
"Public Relations" with 30 votes. "Business Administration" received 
17 votes. 
There is little popular support of the value of a college degree in 
public relations even though a degree has been offered since 1949. Some 
of today' s PR practitioners hold the belief that public relations is an art--
an art that doesn't resemble a science. Furthemore, this same group be-
lieves that you can't teach public relations in school but that you have to 
learn public relations "by experience. 11 There is evidence however, that 
college courses in public relations will help individuals to land a job with 
certain types of public relations organizations. 
In a practical vein it is apparent that there are limitations to the number 
of experienced media and corporate PR executives who can be drawn into 
PR counseling work. Thinking in terms of the 150% increase in public re-
lations jobs which may take place during the next ten years--15% or 15,000 
jobs opening each year- -it seems logical that some type of special training 
'.) 
program or greenhouse for growing sufficient quantities of PR executives 
must be set up to fill the gap. Otherwise the equ;;Llibrium of employment 
in the media and public relations organizations will be upset to the point 
where both the m edia and public relations organizations will be operating 
with semi- skilled individuals. If the PR people must come from. the out-
side and not from the media,; where will they come from? 
One source might be to lower the standards for employment in public 
relations and permit persons to come into PR who do not meet even today 1 s 
standards for practice. Another source might be to step-up the number of 
public relations people flowing into the field from college and university 
programs. If the public relations profession would encourage its memb e rs 
to seek out and employ graduates of public relations schools and take steps 
to ensure that the schools provide the necessary education and training for 
employment in public relations it appears that the proble m of providing the 
150, 000 qualified individuals could be easily solved. This program would 
also strengthen the public relations profession and move one step closer to 
full acceptance of public relations professional status. 
An example of a University professional educational program for future 
public relations executives is the program offered at Boston University 1 s 
School of :public Relations and Communications. A pioneer in public relations 
education, SPRC has awarded over 1200 undergraduate degrees and more than 
100 master 1 s degrees in public relations since 1949. At SPRC the student of 
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public relations receives a broad professional background in the social sciences, 
psychology, economics, research, journalism and communications. He also 
has the opportunity to serve a public relations internship with the public relations 
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department of anyone of 100 or more business, government or social organ-
izations in the greater Boston area. This internship is extended to New York 
City and Wilmington, Delaware for distinguished graduate students of PR. 
41 
The objectives of Boston University's SPRC are to provide: 
1. The introduction to, and the mastery of, the knowledge fundamental 
to the public relations profession. 
2. The acquisition of essential professional skills to insure an adequate 
degree of competence. 
3. An understanding of the importance of research, its methods, and 
interpretation. 
4. The d e velopment of those personal qualities and interests that con-
tribute to professional success. 
Courses of instruction 11 emphasize and relate the social sciences to the 
professional practice of public relations; deal with the basic principles of 
human behavior; impart an understanding of the operations of the American 
economic system; explore the place and use of research in public relations; 
acquaint the student with background, scope, content, and goals of public re-
lations; and provide a working familiarity with the tools and techniques of the 
media of communication. 11 
Dr. Bernard Rubin, Associate Professor of Governmental Affairs and Pub-
lie Relations at SPRC, reports the objectives of the professional education 
program as follows: 
"We of the public relations department of the School of Public Relations are 
engaged in a most serious effort to develop programs of studie s at both the 
undergraduate and graduate levels to fill the needs of the professionals. rr42 
Dr. Rubin reports that a new professional training program was implemented 
at SPRC in the Fall of 1961. The Master of Science degree program 11 s ub scribes 
to the standard-setting pattern advocated, combines practitional necessities 
and professional necessities, and provides the students with the background 
work that he must have to be worthy of a place with professionals from other 
fi'elds. The stan d ards are rigorous for those aspiring for a M.S. degree in 
public relations. Pr e requisites include: · 
"1. A bachelor's degree from an accredited colle ge or university, 
where the candidate has acquired a foundation which includes the social 
sciences a n d h umanities. 
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2. Professional competence in the £:1eld of specialization. Candidates 
without formal training or its equivalent will be r equired to complet e cer-
tain pre-requisites for advanced study d e termined by the graduate faculty 
. h d. . . Ill 43 1n e ac lVlSlon. 
Public Relations graduate students must maintain a B minus or highe r 
grade in all courses taken for graduate credit. A student may elect one of 
two plans of study: 
Plan A. T h irty semester hours of approved courses, a the sis, and 
a comprehensive examination. 
Plan B. Thirty-six semester hours of course work and an "Honors 
paper" based on the field work approach to a particular pub-
lic relations proble m. 45 
According to L. Golden, five other Amerl.can universities have public re-
lations departments- -Bethany College, Florida State, University of Mississippi, 
University of Omaha, Syracuse University. Thirte e n others offer a major in 
public relations. Thirty-six offer a sequance. Seventeen offer two or more 
courses. One hundr e d and four offer a single course. 44 
Golden also reports that some graduate schools of business administration--
including Harvard Business School--offer courses in public r e lations. The 
business administration courses in public relations are not to teach students 
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to be professional public relations men but to enable them to understand 
public relations as a tool of management. 
It would be difficult for this author to be ignorant of the prevailing contra-
versy as to whether or not public relations can or cannot be taught in the un-
iversity, or for that matter whether or not journalism or business adminis-
tration can either. 
D e nny Griswold, publisher and editor of PR News, reports that 11Some 
personnel men say that graduates of public relations schools have so little 
45 
training in practical public relations that they are hard to place. 11 
It may be significant to point out that not too long ago the practice of 
medicine and law required 11practical 11 experience versus professional school-
ing. There were those who thought law or medicine couldn 1t be taught in 
school. In addition, medicine and iaw practice were also once thought to 
be more of an·. arL than a science. 
Today no one disputes that you must go to school to become a doctor or a 
lawyer. In addition, there is growing evidence that American business has 
accepted the principle that business also can be taught in school. Accor ding 
to the Harvard Business Review, the number of men entering industry direct 
from graduate schools of business administration has increased 600% since 
1945. What is perhaps more significant is the fact that the number of manage-
ment men taking time out for advanced executive courses has risen some 800% 
during this same p e riod. The number of companies conducting formalized 
management programs of their own has gone up 700%. 4 6 
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The dependence of American industry on schools of busine ss adminis-
tration and manageme nt training courses for executives reflects a trend toward 
professional preparation and development of executives through college pro-
grams and courses. The major purpose is reportedly not only the profe ssion-
alization of the management function but the dollars and cents. results of such 
h . 1 t' 47 programs s own 1n annua opera 1ng reports. 
Public relations management 1raining programs- -where trainees are hired 
out of college and given intensive training in every important phases of agency 
operations over a short period of time-- are almost nonexist~nt in public relations 
today. Public relations counselors interviewed by this author were quick to 
point out that such a program is a luxury the counseling profession cannot afford. 
Some of the executives commented that it would be unfair to their clients to 
train e xecutives at the client's expense. Th'ey :felt that every dollar paid into 
the agency was for service performe d on behalf of the client. One executive 
commented "If our clients wanted to support public relations training programs 
they would train the men themselves." 
One significant step toward professional training of junior public relations 
executives was the establishment of graduate student residencies for Boston 
University SPRC students by the E. I. DuPont de Nemours and Company in 
1955. In addition the Hill and Kr:l. owlton, and Ruder and Finn agencies sponsor 
public relations residencies for graduate students of SPRC. 
MANAGEMENT TRAINING PROGRAMS IN ADVERTISING 
The McCann Erickson Advertising Ag e ncy supports a managementtraining 
program for a limited number of men who have necessary qualifications for ex-
ecutive development in the domestic and international advertising-marketing 
field. An information sh.e e t posted during the Spring of 1962 at the Harvard 
Graduate School of Business described the program as follows: 
"Trainees are given intensive training in every important phase of 
agency operations. They are, additionally, as signed work projects--
usually in the form of organization or marketing studies--and also par-
ticipate in seminars covering the complete curriculum of marketing and 
advertising. 11 ' (See Appendix For Bulletin}. 
:According to the McCann-Erickson information sheet the salary fo"'" 
management trainees ranges from $5000 to $7000 per year, commensurate 
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with background and experience. The desired background is a MBA degree. 
Kenneth Kramer, Managing Editor, Business Week, forecast in Nov-
ember 1960 at the PRSA Convention, that the demand for business or man-
agement skills would increase in future selection of public relations executives. 
"Don't be surprised" said Kramer "if the corporate public relations pract-
itioner of the future is a liberal arts graduate with a master of business ad-
ministration degree. It seems that more and more the demands will be for 
people who have this background- -as well as the communications skills • 11 48 
SUMMARY AND CONCLUSIONS 
This chapter contains data gathered by research of public relations and 
management literature and by experience interviews and personal observation 
of this author. The public relations executive was analyzed as to his functions, 
his background and education, and, perhaps what is most important to this 
thesis, his responsibility and performance as a manager. 
It was pointed out in this chapter that the public relations executive must 
be more than a technician or skilled communicator if he aspires for the top 
of the professional ladder. The perpetuity of the public relations organization 
depends on the public relations skill and pe:tformance by public relations exec-
uives. Members of the public relations agency naturally look to agency manage-
(.. 
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men t for the leadership, the plan, the organization for e ffective cooperation, 
a~d the executive control to carry the agency toward pre-determined objectives. 
Without pre-determined objectives clarified by public relations executives 
there can be only ineffective management. Without effective management--
recognized or not-- the agency cannot remainC. in business. The inte rmed-
iate degrees of success or failure will reflect how well the age ncy executive 
performs his job --regardless of the "impression management 11 he might use 
to convince his associates of his success. 
The job of the public relations executive and the mission of public relations 
practice :~ has grown inoeasingly complex during the past 30 years. There is 
evidence that he should be educated and trained for his role in a comprehensive 
and professional manner extending far beyond training in how to write a press 
release or edit copy. Public relations .education and res e arch programs per-
mit the professionally trained public relations executive to combine the funda-
mental knowledge of communications and public relations learned yesterday 
with the data obtai:ried::.lby research today to plan and implement a professional 
and effective public relations program for tomorrow. Public relations executives 
no longer have to rely on outdated methodology to accomplish the public relations 
task. 
The lack of executive training programs and the emphasis on the technical 
skills versus the management skills handicaps the development of public re-
lations executives and their function as members of the management team. 
It is possible that public relations is gradually entering an era where the 
emphasis will be on an individual executive s management potential rather 
than on his practical skill in communications. Professional public relations 
. - . .....-r: 
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education programs of American universities, such as Boston University, 
and executive courses in public relations could play a major role in the future 
development of public relations as a profes sian. 
111. 
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CHAPTER VI 
AN EXPLORATORY STUDY OF THE ATTITUDES OF PUBLIC 
RELATIONS EXECUTIVES TOWARD QUALIFICATIONS FOR 
SUCCESSFUL PUBLIC RELATIONS PRACTICE. 
INTRODUCTION 
Numerous surveys have been conducted during the past decade con-
cerning the attitudes of public relations executives toward professionai 
qualifications for success in public relations. The surveys reported in 
public relations literature are of the direct question type- - 11What are 
the qualities and/ or qualifl.cations you consider important in a per son 
· applying for a public relations job? 11-- and were generally not confined 
to a particular public relations position classification such as account 
executive, director of a corporate PR department, director of a non-
profit PR department, etc.. To this author 1 s knowledge there are no 
reported surveys confined to the public relations counseling executive 
and using the indirect method of gathering data. 
Two surveys using the direct method of data collection and surveying 
a wide cross- section of public relations executives are reported in public 
relations literature. The first was conducted in 1954 by students of Bos-
ton University School of Public Relations. 1 The second was conducted by 
John E. Sattler in 1960. 2 
The 1954 Boston University study, with one hundred and sixty-five 
respondents, was a fifteen item questionnaire distributed by mail to public 
relations executives, educators in public relations, employment and per-
sonnel speciali~ts. 
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The Boston University study sought to answer: 
1. What are the qualifications for PR careers as they are rated 
and judged by executives in a position to hire and fire public relations 
staff people in companies, Qounseling firms, government agencies, 
voluntary organizations and other employer enterprises? 
2. What should every aspirant in a new or better job know about 
himself? 
3. What can the PRSA national organization and chapters do? 
4. What can key individuals in PR positions of iP..fluence do? 
The following questions were used in the survey: 4 
Which of the following subjects do you consider of most value for 
a career in public relations? 
Where do you think the coming opportunities in PR are? 
Where do you turn when you want new employees? 
What are the qualities and/ or qual:iif.ioatio:rrs you consider import-
ant in a person applying for a public relations job? 
The 1960 John E. Sattler survey concerned career opportunities in 
public relations. The survey was a mail questionnaire sent to one -hundred 
and forty-two persons, representing nineteen. different public relations pos-
ition classifications including vice-presidents; PR directors; · e~ecutives of 
PR counseling firms; college and university officials and teachers; and 
others not identified in the report. The validity of the response in terms 
of representativeness of the respondents to the total population is impossible 
to determine from the data reported on the survey. 
The Sattler survey was concerned primarily with public relations 
5 
career preparation and career opportunity. The questions included: 
Do you think public relations is a profession? 
What is the best way to prepare for a £C.areer in public relations? 
What background and experience do you feel most necessary for 
work in public relations? 
What type of special talent or ability do you feel a per son should 
possess for reasonable success in public relations work? 
One-hundred and ten (110) persons re·sponded to the Sattler survey 
with one- h undred and four (104) completing the questionnaire . Respon-
dents represented thirty-three States and also included Canada, Puerto 
Rico and Argentina. Sixty-nine re~spondents (7 5o/o) chose "Journalism 
or writing" as the most necessary background and experience necessary 
for public relations work. 
In response to the Sattler question "What type of special talent or 
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ability do you feel a person should possess for reasonable success in pub-
lie relations work? "the respondents chose: 
Sound judgment-- 44 
Creative thinking- 26 
Writing abilityc""-- 7 
Intuition and instinct-- 6 
Organizer and planner-- 5 
Administrative ability-- 2 
In analyzing the results of the two previous surveys and synthesizing 
the data with other data gathered by the survey of the public relations liter-
ature and the p r ofessional experience of the author it occurred that perhaps 
.. /\ 
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public relations practitioners were responding in terms of the popular 
image of the public relations executive rather than the reality of pro-
fes sional public relations practice. 
This author does not question the value of newspaper or media ex-
perience to a public relations executive 1 s function but actually how much 
news release writing does an eKecutive perform? Is it not important 
that an aspiring public relations practitioner bring a broad professional 
background or the foundation for a professional background to the practice 
of public relations? By professional background this author means con-
siderable knowledge of human behavior, an under standing of the commun-
ication process, a working knowledge of research and its application to 
public relations programs, a fundamental knowledge of economics, bus-
iness administration and social science:? If the individual is to serve 
in the role of an executive is it not important that he possess managerial 
ability based on experience and/ or training in scientific management? 
With these previous thoughts in mind the author thought it may be of 
value to the public relations profession to do a small exploratory study to 
accomplish three objectives: 
1. Provide some preliminary data on the attitudes of the public 
relations executive toward qualifications for success in public relations 
by using a motivation research technique known as verbal visualization 
testing. 
2. Explore the degree to which public relations executives associate 
management skills with successful public relations practice. 
3. Provide information that would contribute to future studies of 
a similar nature . 
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Motivation research techniques, including the verbal visualization 
test, have been used with increasing success in recent studies of consumer 
purchasing habits and provided data not previously available through the 
direct method of surveys. Medical men and psychologists have used in-
direct methods of research on physical and psychological ills of patients 
for · many years. The indirect methods, such as the verbal visualization 
test, are often a more accurate measurement of the attitudes of individuals 
si:n::e they permit the researcher to gather the data he seeks without the in-
formant being aware of just what information is being sought. This prevents 
the individual from responding to the survey in a manner that he feels is 
desirable to the person or organization conduct:i:nK·the survey or to the 
group or profession of which he is a member. If you were interested in 
whether or not a man was afraid of snakes you would have a much better 
chance of getting a valid response if you unexpectedly tossed a snake at 
the man's feet rather than ask him if he is afraid of snakes --the fact that 
he is afraid of snakes might damage his projected image of bravery. 
The results of the verbal visualization test of public relations executives 
concerning their attitudes toward qualifications for success in public relations 
is reported in the remainder of this report. It should be stressed that although 
this author is gratified by the results of this study and feels that the objectives 
were attained, the reader should keep in mind that this is a small,exploratory 
study with apparent limitations and biases. A disciplined follow-on study 
using a nationally representative sample and supported with adequate funds 
and sponsor ship by an organization such as the Public Relations Society 
of America would, in this author's opinion, be a signficant contribution to 
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the public relations profession. 
As a point of departure for the anal -ysis of the survey, this author used 
two assumptions: 
1. Successful public relations e x ecutives--owners, partners , presidents, 
executives of agencies that have been in business for a numbe r of years 
in the competitive climate of the larger metropolitan cities- -are aware 
of the need for management skills in public relations practice and will 
seek these skills in hiring a public relations ex ecutive. 
2. A public relations executive will select an employee candidate with 
essentially the same values and qualities that he himself accepts as im-
por t a n t and reject the values and qualities which he feels endangers his 
personal values and future success which will result in successful pub-
lic relations executives selection of a candidate wit h management skills 
and/ or experience. 
1 
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SECTION II 
The data to be presented in this study are based on a small exploratory 
study conducted by mail with one-hundred and sixty-nine public relations 
practitioners who are members of the Counselors Section, Public Relations 
6 
Society of America. Seventy- seven counselors responded to the survey 
prior to the May 18, 1962 cut-off date and two counselors responded after 
7 
the cut-off date. This represents a 46. 8 per cent response. 
PRSA Counselor Section members of New York City, Chicago, Phila-
delphia, St. Louis, Kansas City, Atlanta and Boston participated in the 
survey. 
The mail questionnaire was chosen for the survey because of the size of 
the group, the geographic dispersal and because of the limited time and 
funds available for the study. This author is acquainted with the inherent 
problems of mail surveys including the low degree of response normally ex-
pected and the bias associated with a mail survey. It is therefore understood 
that: 
1. Ascertaining whether one has obtained a representative sample is 
out of the question. 
2. Bias has possibly been introducE;d by those who take the opportunity 
to be subjective on the subject:.in:vestigated. 
3. The response rate to surveys of this type normally ranged from 
20% to 70%, based on the type of survey and the sample. 
4. Individuals other than the person to whom - the questionnaire is 
addressed-- secretary, assistant, family, etc .. --often fill out the 
survey 
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A similar study conducted by Ralph Dove in 1959 , based on a verbal 
visualization test and conducted by mail drew a 71% response from a pop-
ulation of four-hundred and fifteen (415) Air Force General Officers. The 
heavy response and unique and valuable data gathe r ed by the Dove survey 
influenced this author 1 s decision to use the same type study to gather the 
data r equired by this study. 
A verbal visualization test is a motivation research technique where the 
ip_formant is presented with an imaginary situation or problem and asked to 
say something about the people involved, o r perhaps offer a solution based 
on his projecting himself into the hypothetical situation. One of the ear liest 
and perhaps best known examples is the Mason Haire test of housewives on 
thei r attitudes toward Nescafe instant coffee. 9 
The hypothet ical problem for this study was primarily one of selecting 
a public relations executive from among four distinctive 11types 11 of candid-
ates for a position in a public relations counseling agency. In addition, sev-
eral subproblems were injected into the test to invoke answers conce r ning the 
pre sent status of public relations agency management. (See Appendix .. 
Each of the four candidates applying for an executive position with the agency 
described in the hypothetical problem had ce r tain distinctive characteristics--
type of education, experience, outside interests, vocational aptitude, person-
ality, etc. . Each had something of value to offer a public relations coUI_lseling 
agency but also had traits the various types of agencies might term undesirable. 
A variety of traits were included both to make the candidate human and to 
evoke a wide range of r esponse from the practitioners surveyed. 
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The essential t r aits of each candidate could be classified in twelv e g eneral 
cat e gories: expe r ience, writing ability, personality, creativity, intellig ence , 
manag ement and administrative ability, ambition-motivation-drive, education, 
judgment, vocational aptitude. The constant facts were that all were in their 
mid-thirties, of dignified appearance, had a college de g ree, were experienced 
in business and industry and had worked as trainees in the same public relations 
a g ency manag.ement training program. Since management trainee programs 
are r are in t he public relations counseling profession this author felt that this 
factor would evoke comment exposing current attitudes of counselors toward 
public relations management in general. 
During t he design stages of the questionnaire, pre-tests were conducted 
on the gener al content of the questionnaire with a group of graduate commun-
ication research students at Boston University. Specific content of the survey 
was pre-tested with public relations professionals in Boston and New York Cit y. 
Both of these g roups helped this author refine the questionnaire. 
The final questionnaire contained three pages- -the problem, the list of 
candidates , the answer sheet- -plus a multilithed cover let ter from the Chairman 
of the Communications Research Center of Boston University requesting co-
operation in the study. (See Appendix •• ). 
A brief description of this author's analysis of the candidates is now pre-
sented to help clarify the hypothetical strengths and weaknesses of each can-
didate. 
CANDIDATE A was the ideal executive type. He had a degree in busin-
ess administr ation, had been a management trainee with a large corporation 
and had demonstrated his ability as a manager and public relations junior 
exe c utiv e. He was ambitiou s, adventur esome and stable. He demonstrated 
high intelligence and sound judgment. He was possib ly handicapped by a 
lack of experience with the m e dia. 
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CANDIDATE B had a BA in Liberal Arts. He was an aesthetic indiv-
idual but was not too stable nor sociable. He was extremely creative and 
had worked for three different newspapers. He was also an Ivy Leaguer 
and prone to use his old school connections to help him land a job. 
CANDIDATE C had a BS in Journalism earned in night school. He had 
ambition, motivation and drive. He had solid media experience and had 
been a press secretary to a U S Senator- -public~ty and political experience ~ 
His aesthetic values were the lowest of the group tested. He had the support 
of his former boss, a U S Senator, to land him the job. 
CANDIDATE D had a BS in Public Relations. He, like Candidate A, had 
no experience with the media. He had worked for an international public re-
lations department of a U S airline. He was ambitious and had demonstrated 
his ability to manage. 
It should be pointed out that the respondents were being asked to select an 
individual for an executive position with a public relations counseling agency. 
The hypothetical problem stated " the trainee you hire t oday may one day be a 
top executive of your agency. " 
To insure equal opportunity for selection due to placement on the candidate 
list each of the four candidates was rotated to the top of the placement list 
by preparing four separate candidate lists with each candidate appearing in 
rotation at the top of one of the four lists. When the questionnaires .· wer·e . as.embled 
the different questionnaires were mailed randomly an equal number of times 
by stuffing the envelopes in rotation from the stacks containing the four different 
candidate lists. 
At the top of the answer sheet each candidate was listed in a separate box--
Candidate A, Candidate B, etc . . -- and the respondent was asked to check hi? 
choice of the four candidates based on the hypothetical problem and candidate 
qualifications for the position. The respondent was also asked to briefly sum-
marize his reasons for selecting a particular candiate and make any comments 
he wished to make. Ample space was provided for the comments on the answer 
\} 
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sheet. 
At the bo t tom of the answer sheet the respondent was request ed to give 
his public relations title, the number of years he had ear ned a living in 
public relations and his academic major in college. The respondent was 
asked to check a box at the bottom of the answer sheet if he was not a member 
of the Counselors Sect ion, PRSA. This w ould identify those questionnaires 
completed by persons other than those to whom the survey was addressed. 
Originally it was planned to sur vey all the members of the PRSA Counselors 
10 
Section- -a relatively homog enious group of public relations ex ecutiv es. 
This plan was abandoned because of insufficient time and funds to complete 
a study of that proportion. It was determined that the majo r ity of the coun-
selo r s were practicing public relations in large cities of the East and Mid-west 
and the purpose of the study could be accomplished by surv eying PRSA coun-
selor section members in Boston, New York City, Philadelphia, Chicago, 
St. Louis , Kansas City and Atlanta. Because this author w as simu]aneously 
gathering experience data on public relations management from several New 
York City counseling agencies it was necessary to exclude the executives from 
t hese agencies to p r event the intm_dtiction_ of bias into the study. This reduced 
the New York City survey population from one-hundred and twent y- six to one-
hundred and nine. It should be pointed out that the agencies excluded from the 
sur v ey are among the largest in New York City. 
Of the one-hundred and sixty-nine questionnaires mailed, twenty-two were 
forwarded with personal cover letters instead of the lithographed form letter 
shown in the Appendix. This was part of a piggy- back study to dete r mine if 
an original typewritten letter, personally addressed to the respondent and 
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signed in ink by the Chairman of the Communications Research Center would 
elicit a higher response than a form letter. It is perhaps significant that 
eighteen of the twenty-two questior1naires forwarded in the above manner 
were completed and returned-- 82% return versus the 46o/o overall return. 
Of the twenty-two selected to receive the personal letter twelve were male 
members of the PRSA coui:rs:elor s section selected at random from the coun-
selor 1 s list. The other ten of the twenty-two were female members of the 
PRSA Counselors Section and required personal letters since the form letter 
was addressed with the salutation "Dear Sir: 11 
Mailing of the questionnaire was completed by April 10, 1962. Replies 
were cut off on May 18, 1962. Of the one-hundred and sixty-nine questionnaires 
mailed, seventy-eight were returned plus one personal letter in place of the 
questionnaire . The personal letter was counted in the total response to the 
survey since the contents of the letter provided all the data requested by the 
questionnaire plus valuable additional information. The personal letter reply 
was a caustic objection to public relations research of this type. It was the 
only solid objection to the survey although several other respondents refused 
to select a candidate because they felt the problem and candidates were un-
realistic. 
Various reasons could be attributed to the size of the return--almost 47%--
but the author believes it can be attributed to three major factors: 
1. The anonymity provided by the survey. 
2. The hypothetical problem posed is undoubtedly a real problem to 
public relations counselors. 
3. The appeal to participate in the study was from a university. In 
any event the return was rewarding. 
SECTION III 
Analysis of Data Obtained from the Returned Questionnaires. 
(Exluding Content Analysis of open-ended questions. ) 
The data to be reported in this section were obtained from an analysis 
of the seventy- seven responses received prior to the cut-off date. Total 
response by postmark is listed in TABLE I. 
TABLE II lists respondents selection of candidates. Using the data 
from TABLE II, a bar graph (Figure 1) shows numerical ranking of the 
candidates. 
According to the data reported in TABLE II and Figure 1, Candidate 
A, selected by thirty of the respondents, was the favorite selection of 
the respondents. Apparently the obvious traits of a degree in business 
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administration, former status as management trainee and junior executive 
in industry, demonstrated management ability, stability and economic in-
terests contributed to the choice. Although Candidate A is typically the 
executive type, he does not have a journalism degree nor a background of 
employment by the media. Candidate D, the candidate chosen the least 
by the counselors, does not have media experience either. Together the 
selection of Candidates A and D by more than half of the candidates indicates 
their lack of media experience was no handicap to their selection for employ-
ment in a public relations counseling agency. 
TABLE III lists the candidate selection by postmark. It is apparent 
that the New York City counselors showed a predominant interest in Can-
didate A. Based on the comments of the New York City counselors both 
in the reply to this survey and on visits to the larger agencies this author 
TABLE I 
REPLIES BY POSTMARK 
POSTMARK 
NEW YORK CITY 
CHICAGO 
PHILADELPHIA 
STLOUIS 
BOSTON 
ATLANTA 
KANSAS CITY 
SEATTLE * 
.... .... 
NONE -.--.-
TOTAL 
* None mailed to Seattle. 
Questionnaire 
Population 
Total Per Cent 
109 64 
43 25 
7 4 
5 3 
3 2 
1 
1 
0 0 
169 
Respondent 
Population 
Total Per Cent 
4 2 55 
14 18 
2 3 
2 3 
1 1 
1 
1 
1 
13 17 
77+ 
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* * These replies did not have a postmark or were separated from the envelope 
by personnel not aware the postmark was primary method of i dentifying the 
respondent. 
+ Two replies were received after the cut-off date for a total of 79. 
128. 
FIGURE 1 
CANDIDATE SELECTION 
CandidatE 
A I//////////////////////////////////////////// 30 II I I II I I 
I 
B II I I I I I I I I I I I I I I I I I I I I I I 16 I., I I I 
c l!!l//1//ll//l/1//11 IIIII 17 ////Ill 
D I I II I I II II I I 9 II !I 
NONE 
111115/1/ 
Selections 
. 5 10 15 20 25 30 
(;}: .. 
TABLE IT 
SURVEY TOTAL SELECTION OF CANDIDATES 
CANDIDATE 
CANDIDATE A (BS Business Admin) 
CANDIDATE B (BA Liberal Arts) 
CANDIDATE C (BS Journalism) 
CANDIDATE D (BS Public Relations) 
Refused to Select 
TOTAL 
TWES 
SELECTED 
30 
16 
17 
9 
5 
77 
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PER CENT 
38 
21 
22 
12 
6 
100 
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TABLE ill 
CANDIDATE SELECTION BY POSTMARK 
POSTM ARK CANDIDATES TOTAL 
A B C D NONE 
NEW YORK l6 8 11 4 3 42 
CHICAGO 3 3 3 4 1 14 
PHILADELPHIA 1 0 0 0 1 2 
STLOUIS 0 2 0 0 0 2 
BOSTON 0 1 0 0 0 1 
ATLANTA 1 0 0 0 0 1 
KANSAS CITY 0 0 1 0 0 1 
SEATTLE 0 1 0 0 0 1 
NO POSTMARK 9 1 2 1 0 13 
TOTAL 30 16 17 9 5 77 
believes there is an inc r easing demand fo r the business executive type 
individual in public r elations o r ganizations and a declining requirement 
for individuals who offe r only media e x perience. This may be partially 
attributed to the increased requirement for public relations executives 
who have the professional background and experience to understand and 
deal with corporate clients of counseling agencies. 
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TABLE IV lists the selection of candidates by the public relations title 
of the r espondents. Candidate A was the favorite choice of the pub lic re-
lat ions counsleing a g ency presidents , owne r s and vice president s. 
TABLE V lists the selection of candidates from the four diffe r ent for-
mat s of candidate list s which permitted_ each candidate to appear an equal 
number of times a t the top of t he candidate list. The results listed in TABLE 
V ware significant because they point out a phenomena of the survey. As men-
tioned earlier four different formats were used in the lis t of candidates from 
which t he respondents were to make a selection. Each type of candidat e list 
was mailed randomly an equal number of times. The format with the Candidat e 
C--BS in Journalism- -identical in all respects e x cept tbat Candidate C was at 
the top of the list, was returned by three counselors- -7o/o response . On . the 
other hand the questionnaire containing the candidate list with Candidate A at 
the top was retur ned by 76o/o of the counselors who received it. No reason for 
the phenomena is offered by this author. 
TABLES VI, VII and IX are shown in Appendix 
TABLE VIII reports that Candidate A was the favorite selection of the re-
spondents who indicated that they were Libe r al Arts majors in colleg e. He 
was also the favorite selection of the resp:ondents reporting Journalism majors. 
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TABLE IV 
SELECTION OF CANDIDATES BY RESPONDENT 1S TITLE 
TITLE CANDIDATE TOTAL 
A B C D NONE 
PRESIDENT 12 9 9 5 1 36 
OWNER 5 1 3 1 1 11 
PARTNER 2 2 0 1 0 5 
EXECUTIVE VP 1 0 2 1 0 4 
VICE PRESIDENT 7 1 1 1 2 12 
OTHER 3 3 2 0 1 9 
TOTAL 30 16 17 9 5 77 
. ./ 
n3. 
TABLE V 
RESPONSE BY FORMAT OF QUESTIONNAIRE 
TYPE 
QUESTIONNAIRE[:< 
CANDIDATE A FIRST 
CANDIDATE B FIRST 
CANDIDATE C FIRST 
CANDIDATE D FIRST 
LETTER REPLY 
TOTAL 
Nl.MBER 
MAILED 
TOTAL PERCENT 
43 25 
42 25 
42 25 
42 25 
169 100?/o 
NUMBER 
RETURNED 
TOTAL PERCENT 
31 76 
23 56 
3 7 
19 48 
1 
77 46% 
* Candidate rotated to top of page to determine if position of candidate on 
page influenced the selection by respondent. 
.. 
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TABLE Vill 
CANDIDATE SELECTION BY COLLEGE MAJOR OF RESPONDENT 
TYPE DEGREE NUMBER CANDIDATE 
A B C D NONE 
LIBERAL ARTS 39 19 7 8 3 2 
BUSINESS ADMINISTRATION 13 6 2 0 3 2 
JOURNALISM 17 3 4 6 3 1 
PUBLIC RELATIONS 0 
EDUCATION 2 1 0 1 0 0 
NONE 6 1 3 2 0 0 
In addition to the degrees reported above some re;pondents reported 
more than one degree. Two respondents reported Master's Degrees 
in Business Administration. Three reported Master's Degrees in 
Journalism. One reported Graduate work in Public Relations. 
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The Liberal Arts Candidate (B) was the favorite selection of respondents 
who reported no college or who left the college major blank although they 
filled in all the other items on the answer sheet. 
TABLE X reports the selections by persons who reported they were 
not members of the Counselors Section, PRSA. This indicates that only 
five of the answer sheets were filled out by persons other than members of 
the Counselors Section~ PRSA. This supports the validity of the data reported. 
TABLE X 
PLEASE CHECK HERE IF THE INDIVIDUAL WHO COMPLETES 
THIS SURVEY IS NOT A MEMBER OF THE COUNSELORS SECTION, 
PUBLIC RELATIONS SOCIETY OF AMERICA 
CANDIDATE TIMES SELECTED 
A 0 
B 2 
c 0 
D 3 
NONE 0 
TOTAL 5 
136. 
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SECTION IV 
ANALYSIS OF THE COMMENTS 
When the survey was designed, the hypothetical problem and the des-
cription of the candidates was built within a framework of public relations 
manage1nent. This is reflected by the existence of an executive training pro-
gram withing the XYZ Agency and the counselor's hypothetical decision to 
establish a similar program in his age~cy. Also, two of the candidates had 
a professional background in management--education and experience with 
i'ridustry. The other two candidates, B and C, were best qualified to assume 
immediate duties as writers, copy chiefs or publicity agents but were not 
totally prepared to assume their futu r e role as executives who could manag e 
the business of a public relations agency and act as a counselor to executives 
of large business organizations. This author assumed that the executives of 
large, successful public relations counseling agencies in metropolitan areas 
would be aware of the need for executive potential for aspiring young men 
seeking a career in public relations counseling. Where experience as a writer 
for the media is an exeellent background for those seeking employment as 
a technician--copy chief, speech writer, etc .. --a degree in business admin-
istration and/or preparation for the responsibilities of an executive in public 
relations should be of more value to a public relations counseling agency with 
long range objectives. 
It was hoped that each respondent would project himself into the hypo-
thetical problem and would reveal by his selection of candidates and by his 
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comments his awareness of the managerial and well as the technical skills 
required for successful public relations counseling practice. This author 1 s 
hypothesis was that the successful public relations executives--owners, partners, 
presidents of public relations counseling agencies that had been in business 
for a number of years in the competitive business climate of the larger metro-
politan cities--would be aware of the need for managerial skills as a criteria 
for success in public relations. Another assumption of this author was that the 
public relations executives would select the candidate with essentially the same 
values and qualit ies that he himself had accepted as impor tant to success in 
11 
public relations. This ego involvement might also cause the practitioner to 
become disturbed or alarmed if he felt that the popular image with which he 
associates himself is being questioned as pe-rhaps invalid. He might also be 
flattered if the hypothetical problem and candidates qualifications supported 
a theory or belief that he held important. This means that his behavior in se-
lecting or rejec t ing the candidate and in summarizing the reasons why, could 
be due to ego involvement with the hypothetical problem. 
Fortunately, the majority of the respondents answered the survey in suffic-
ient detail to permit this author to catalogue the comments. Only two small 
groups of respondents did not. Four counselors elected to make a selection 
without comment. Five respondents did not make a candidate selection but 
offered their reasons. The remaining sixty-eight respondents made selections 
and furnished comments ranging from two sentences to a page and a half. 
~ .. :. 
'· . 
139. 
TABLE XI reports the comments by the respondents. The comments 
are grouped into thirteen general categories. A significant number of 
respondents commented on "experience, 11 ••writing ability, 11 and ••personality. 11 
The ••management and administration•• ability of the hypothetical candidates 
was commented on almost the same number of times as 11ambition-motiv-
ation-drive, 11 and 11education. 11 Judgment, a word tossed around at PD:blic 
relations seminars, meetings and in interviews with PR practitioners, evoked 
seven direct responses. 
Since this research study is based primarily on a verbal visualization 
test it is impcrtant that we briefly analyze the comments of the respondents. 
The comments are grouped under the particular Candidate chosen by the 
respondent. Comments were selected on the basis of the public relations 
title and experience of the respondents and in a few cases were selected 
because they offer.ed an insight into the problem of hiring and reta ining public 
relations executives. Obviously time and space do not permit inclusion of 
all the comments. However, the significant comments bearing on this study 
of the relationship between managerial skills and success in public relations 
are included. 
CANDIDATE A 
Public Relations Title: Chairman of the Board. Experience: 20 years. 
Academic Degree: Modern Languages. Selected Candidate A. 
"Candidate A seems to have abilities needed in handling administrative 
responsibilities which are always important to the growth of a company. 
They are also hard to find in an individual. 11 
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TABLE XI 
COMMENT TOTALS BY CATEGORY 
COMMENT CATEGORY NUMBER 
EXPERIENCE 23 
WRITING ABILITY 23 
PERSONALITY 21 
CREATIVITY 18 
INTELLIGENCE 17 
MANAGEMENT & ADMINISTRATION 11 
AMBITION -MOTIVATION -DRIVE 11 
WELL ROUNDED BACKGROUND 11 
EDUCATION 10 
SPEAKING ABILITY -THINK ON FEET 8 
JUDGMENT 7 
VOCATIONAL APTITUDE 7 
AGE 2 
\ ' 
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Public Relations Title: President. Experience: 20 years. 
"If the person hired is going to be an executive, the business admin-
istration background is most important. The others are well qualified 
from a creative point of view, BUT---the business mind will be better 
in the long run from a management a.nd administration point of view. " 
Public Relations Title: President. Experience: 13 years. 
"Our staff is comprised largely of people whose working background 
is exclusively in journaiism and public relations. For this reason we 
are well represented with the creative and aesthetic qualities and the 
knowledge of public relations techniques ... In the long run a business 
administration background would be the most desirable addition to what 
we have to offer. " 
Public Relations Title: President. Experience: 25 years. 
""The candidate is being trained in the hope that he may someday 
be qualified to become a top executive in the agency. It is most im-
portant that he demonstrate stability, sociability, and economic inter-
est. His vocational aptitudes are those most valuable of the four: can-
didates since sales managers, purchasing agents and manufacturing 
compa.ny presidents are the business types with whom he will have to 
deal. The kind of degree he has is not too material-- so long as he has 
one to show his ability to complete a job. " 
Public Relations Title: President. Experience: 26 years. 
"His experience within the orga.nization of a manufacturing concern 
coupled with his education: in business administration provides him with 
a background of understanding readily transferable to a corporate client's 
problems-- something often li,cking in public relations men. 
Public Relations Title: President. Experience: 17 years 
"He appears to be management oriented, which is an advantage. 
Most clients are industries. Therefore a counselor with management 
training would have a small advantage in our agency. 11 
Public Relations Title: . President. Experience: 18 years. 
"I can't help but feel that Ca.ndidate Dis a loaded case history in-
tended to prove the value of a BS in public relations. It links several 
fine points with the PR degree. Best candidate would be the one with 
D's history and a degree in Business Administration. 11 
,.,__, 
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Public Relations Title: President. Experience: 19 years. 
'!would not employ B with his low rating in sociability; C for his low 
aesthetic values; D for personal prejudices of m i ne for aviators and skin 
divers--indicative of a reckless person. Candidate A has qualities which 
probably would make a good executive of him, something extraordinarily 
important in public relations. 11 
Public Relations Title: Owner of Counseling Firm. Experience: 18 years. 
"I would select Candidate A. It has been my experience over a period 
of 18 years in public relations practice, that it is wise to seek a balance 
of potential abilities in this order: 
1) Management interests. 
2) Ability to communicate ideas and plans to executive associates, 
clients and staff. 
3) Creativity and articulation. 11 
Several of the respondents commented on the personal qualifications of 
all four of the hypothetical candidates . Apparently each of the hypothetical 
candidates could find employment in public relations. Here is the comment of 
a vice president of aPR counseling firm. He had 20 years experience in 
public relations: 
"Obviously, all four candidates wquld have a place in a well- rounded 
public relations firm of any size .... The most necessary qualities for a 
top position in the firm are administrative ability and sales ability. Such 
a man can build and run an organization employing the other candidates. 11 
As noted earlier, intelligence and creativity were mentioned frequently 
by the respondents. However, there were numerous comments concerning 
the business-management qualifications of the candidates. A vice president 
with 12 years experience expressed his viewpoint: 
'We need a lot more men like him (Candidate A) in public relations. 
We have too many phonies in this business who think a Pepsodent smile, 
a handshake, and a smooth line can support them and the ir agency. The 
sooner we start acting like businessmen and hiring people for their ability 
to act like businessmen the sooner we'll approach a profession. Either 
PR is a business or we have been misled. If it is a business we need men 
with a background in management training. I regret that my firm 
cannot support a management training program at this time. This 
has given me something to think about. 11 
A simila-r viewpoint was held by a vice president with 15 years in public 
relations: 
11lt would be great to have a man with certain attributes and abilities 
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of each .. Public relations today is so competitive that the man who under-
stands business usually comes out ahead. We can hire good publicity men; 
but the client relations man, or account executive is hard to come by. I 
always look for basic knowledge and abilities and assume we can teach the 
mechanics. 11 
This final comment by a respondent who chose Candidate A perhaps sums 
up what top public r elations counseling executives face in hiring public relations 
executives. Here are the comments of a vice president with 27 years experience: 
"It is difficult to find an experienced public relations man who has been 
a management trainee and who has a vocational aptitude, among others, 
similar to company presidents and with exeellent administrative ability. 
!n a public relations agency this is too often missing and frankly, very 
difficult to find. 11 
The preceding comments point out the qualities and qualifications which were 
important to the presidents, vice presidents, owners and partners of public 
relations agenctes in their decision to select Candidate A as the best qua lified 
of the four hypothetical candidates for employment in a public relations coun-
seling firm. 
In contrast to the above comments we will now look at a few of the comments 
of the respondents who selected Candidate B for employment. This group of 
respondents adhered most closely to the popular image of the public relations 
executive and were focused primarily on media experience and creativeness. 
The comments of this group are similar to those of respondents of previous 
direct question surveys of qualities and qualifications for employment in public 
relations. Here are a few of the significant comments: 
Public Relations Title: President. Experience: 8 years. 
"Actually, I would not hire any one of these men; the only people 
in my firm have at least ten years experience in newspaper work or 
public relations or security analysis. I pay more for people and can 
get much higher fees because of it. I don't think it is wise to train 
a man at a high-paying client's expense. 11 
Public Relations Title: President. Experience: 20 years. 
144. 
"I chose Candidate B because of his strongest qualities--creativeness 
and writing ability. 11 
Technical knowledge and ability as a writer was stressed by this preside.nt 
of a public relations agency: 
"His (Candidate B) experience in writing general and business stories 
for 3 metropolitan: papers would give him the technical knowledge to be-
come a public relations firm writer. He would be expected to learn the 
business with the firm, and grow with it. " 
This agency vice president sums up a New York City agency's viewpoint 
concerning both the education and the writing ability of a public relations ex-
ecutive: 
'!B is selected primarily because his background is a bit closer to the 
type that has been most successful in agency public relations: a creative 
Liberal Arts graduate who is an experienced writer. Experience has 
tapght us that the most successful people in the public relations profession 
are those who know how to think and write. And to write successfully, 
you must know how to think. That is why we look first for the good writer 
who has flair, judgment and imagination. 11 
In summing up the comments of the respondents who selected Candidate 
B we look at the comments of a Director of Public Relations who has 16 years 
experience in public relations and 13 years in newspaper work. 
"This is an opportunity for me to express myself on a topic which I have 
strong conviction. I have worked in public relations in New York and Chi-
cago .. !have always told young hopefuls: educate yourself to be a well-
rounded person; develop interests in many areas; learn to be well and cur-
rently informed. I am a firm believer in liberal ar ts background for sound 
public relations practice. I have hired many a person in my day .. none 
of them was a journalism school person. 11 
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COMMENTS OF RESPONDENTS WHO CHOSE CANDIDATE C 
Seventeen respondents chose Candidate C. The comments concerned 
C' s night school education, his newspaper experience and his political activity. 
Here are a few of the significant comments: 
Public Relations Title: President. Experience: 24 years. 
"If he is to be groomed for management responsibilities in the firm 
his extroverted sales personality will help. If he knows political give 
and take (and I do, as an office holder-businessman} he knows the prac-
tical aspects of possibility and compromise to accomplish goals and 
objectives. If he understands government (even leaving the steel explos-
ion aside} .. plus communications is one of the most important areas of 
public relations counseling work that needs HONEST, SOPHISTICATED 
DOERS- -we have too few of them including the front row of most of our 
present counseling firms. " 
Newspaper experience and sociability were rated high by this agency 
president with 16 years experience: 
"He has practical experience as a former newspaperman and this is 
far too often under-rated today in public relations. There is no substitute 
for this mo.st practical experience for in the final analysis all public re-
lations must funnel through a channel of communicationsl or it is simply 
an un-applied program of only theoretical merit. Candidate B also has 
newspaper experience but I was stopped by his standout "aesthetic" 
qualities and his lowest score of all on sociability ... Many a client who 
really is being served very well drops a given counselor because he does 
not feel comfortable and well cared for. So on the grounds of practical 
skills, plus sociability .. C is the one worth bringing along, in my opinion. " 
Another agency president with 22 years experience chose Candidate C but 
also leaned toward choosing several of the other candidates: 
"Candidates A and D were quickly eliminated because of their lack 
of experience and/ or training in media .. This we consider essential in 
public relations counseling practice. . . We selected C for the following 
reasons: 1) His ability to express himself on his feet, a most essential 
element in our business; 2} His capabilities as a writer- -metropolitan 
daily and ... press secretary to a U. S. Senator; 3} His sociability score .. ; 
4) His doggedness in pursuing a degree in journalism through night classes; 
5} His sense of civic responsibilites .. We cannot honestly say that from an 
emotional point of view we would not, in the final analysis, have :elected 
Candidate B if the business associate of ours presented a strong and per-
suasive argument in his behalf .... " 
This respondent, an agency president with 30 years experience, picked 
Candidate C was critical of all four candidates and the survey in general: 
11 Considering the age factor, this is not a very promi sing lot. I'd 
be inclined toward Candidate C because: 1) It takes perseverance, 
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self- denial and self-discipline, hard work and enterprise to get a college 
degree at night; 2) His newswriting ability; 3) His high intelligence and 
4) Because of his ability to think quickly.. The call from the senator 
would probably impress me less than from another type employer. Sen-
ators do favors for almost anyone. 11 
The previous comment concerning the age of the hypothetical candidates 
was surprising considering the relative maturity expected in PR executives 
plus the results of the PR Blue Book table listing the average PR executive 
as 47 years of age with 15 years experience. This was the basis for listing 
the hypothetical candidates C3:ges as being "mid-thirties. " No further comment 
as to why the candidates were considered "old men, " in their mid-thirties. 
An agency owner in a midwestern city chose Candidate C. The owner 
'had a degree in journalism and 13 years experience. His comments were: 
"I selected Candidate C with no hesitation because, I suspect, of a 
strong identification with his background, experience, interests and my 
own accounts. The practical experience in writing, if anything, was the 
clincher in C' s case. " 
A vice-president of another mid-west agency chose Candidate C: 
"Candidate C appears to be the best rounded in talents and experience. 
His journalism background, particularly the fact that he worked on gen-
eral assignments, should have made him a good judge of public opinion 
and human relations .. Also, the good point that he had not worked for an 
electrical mamtfacturer or an airline would indicate that he had escaped 
being 'typed 1 in any singlephase of the industry. 11 
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The adversity to being "typed" in a phase of industry may be apparent 
in Chicago but not so in New York City. This author visited the largest and 
best known agencies in New York City and found that their is a sincere demand 
for public relations executives who specialize in a phase of industry such as 
electronics, aviation, hard goods, etc ... Several agency executives told this 
author that the agency sometimes is forced to hold up acceptance of certain 
types of accounts because the agency does not have an executive with special 
working knowledge of the specialty industry concerned. 
This executive vice president with 20 years experience c;overed the majority 
of the salient points of the qualifications for employment in PR counseling 
agencies: 
"C' s major in journalism weighs heavily with me- -as does the obvious 
drive required to accomplish his work at night school. Further his ex-
perience in Washington coupled with his newspaper experience seem to 
fit him for the multiple wars of the agency field where adaptability, wide-
spread personal interest, and speed of decision and action are second 
only with ability to deal with clients. Generally, t look for creativity, 
writing ability, and business orientation ahead of academic training in 
public relations. The matter of Ivy League schooling isn't significant." 
An account supervisor of a New York City agency commented on the rel-
atively small size of PR agencies and felt that PR agencies should train PR 
executives: 
''It must be assumed that all employees are potential top executives or 
you: shouldn't hire them for anything but very limited assignments. Most 
counseling firms are limited in size and you say nothing of this. Therefore 
any employee must become 'paying' fairly soon. Also, clients ... expect 
and want more experienced men. I do not believe the counseling firm is 
the place to get basic PR training. 11 
The above comment leaves this author with the question: "Who is respon-
sible for the cost of training executives for a counseling agency? 
148. 
COMMENTS OF RESPONDENTS WHO CHOSE CANDIDATE D 
Nine respondents chose Candidate D as the best qualified of the four 
hypothetical candidates for employment in public relations. The comments 
of the respondents who chose D, the candidate with a BS in Public Relations 
and experience in the public relations department of an international airline, 
were interested in his background in public relations-- balanced between the 
creative and business world. As pointed out earlier, Candidate D did not have 
media experience. Here are the comments of the respondents who chose D: 
Public Relations Title: President. Experience: 20 years 
''This man appears to have best combination of management abilities 
and public relations aptitude and kriow- how. (I assume the man you hire 
is Wanted for a management position, eventually!). " 
Public Relations Title: President. Experience: 20 years. 
" I would pick Candidate D because you rate him high in administrative 
and decision making abilities. Top administrative jobs are the h~rdest 
positions to fill in public relations firms. Somehow it seems easier to 
find writers and persons who are capable of carrying out assignments 
than it is to find top-fLight planners and program organizers. " 
Public Relations Title: President. Experience: 18 years. 
"Candidate D is better balanced for agency work. A is too weak in 
writing and expression. B--too many jobs- -would be excellent for writing 
in agency but probably weak in client relationship. C- -too low in creativity. " 
Public Relations Title: Agency Owner. Experience: 27 years. 
'We here are selecting an administrative executive, not a copy chief 
for which B might qualify, or one whose definite interests seem to be in 
politics.... Don the other hand is well-rounded, should have sound ground-
ing in PR principles at least, and has both administrative as well as the cre-
ative abilities needed for his future success." 
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A partner of a small public relations agency picked Candidate D 
because: 
'For me it was either A or D. I chose D because of his better ground-
ing in public relations .... If it were the case of getting a businessman with 
public relations ability or a public relations man with business sense, I 
would take the latter. 11 
The question as to whether or not a newspaper background is essential to 
public relations practice is mentioned in this comment by a senior vice pres-
ident who chose Candidate D: 
11 This candidate seems perhp:ps most usefully balanced between the 
creative and the business worlds. (To be a bridge requires a special 
combination. ) Candidate B sounds as if he should ideally be an editor 
of Harpers. Candidate C sounds like a good politician ... I believe the 
era when a newspaper background was considered ideal for PR is about 
over.'' 
The education of the candidates was commented on by this executive 
vice president: 
"We could use more men in public relations like Candidate D. I 
picked him because he has his feet on the ground but shows cspiration 
toward the top. He has the advantage of being stable and sociable and 
yet above average in intelligence and creativity- -that's a rare combin-
ation in this business. Lrlid not pick him because of his degree or type 
of degree. Although we constantly seek the best trained men available, 
we don't hire a man solely on his education. That Ivy League business 
would get no where fast with me. It's not w.ho Lthe. man knows but what 
he knows and how he applies his knowledge and skill. 11 
Another counselor with 11 years experience gave these reasons for selecting 
Candidate D: 
'Stability, sociability and economic interests rate Candidate D superior 
to others in my judgement ... However, from my personal experience, broad 
interests, an ability to plan, administer and make decisions is vitally im-
portant in counseling work and rates with first mentioned characteristics 
as most desirable to PR counseling work. 11 
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COUNSELORS WHO DECLINED TO CHOOSE A CANDIDATE 
A brief analysis of the comments of those who refused to participate in 
the survey is significant. It is difficult to pinpoint why the five individuals 
returned the survey without selecting a candidate, Perhaps it reflects a 
rigidity of thinking and inflexability. Modern management training programs 
use role playing, such as the verbal visualization test, in numerous ways to 
strengthen the professional qualifications of executives. 
Four of the five respondents who refused to select a candidate returned 
the questionnaire with their comments. The fifth individual, listed as an 
advertising manager on the company letterhead stationary but listed as a 
member of the Counselor 1 s Section PRSA, provided the following comments 
concerning the survey, 
"The survey is an illustration of the intellectual sterility which is 
crippling public relations today. So much concentration is being given 
to methodological techniques, so much obeisance is being paid to good 
management methods, that all other questions are being lost in a thicket 
of theses irldevant even to the exercise of the general trade .• ,., Public 
relations will stumble along boring itself with trivial studies until it 
shakes off its sectarian devotion to methodobgy; public relations will con-
tinue to be largely a self-serving crowd of trite noise-makers until we 
give some concentration to the substance of man's nature as a political 
and social animal.,. 11 
Another counselor, who also failed to select a candidate, said this: 
"I'm afraid I can't answer this in good conscience. All of these men 
are apparently among the top 1/2 of 1 o/o of all potential personnel in public 
relations, and anyone in my position would have put them on the payroll 
full-time, with bonuses and stock ownership, long ago. In reality, it is 
impossible to imagine that any of these would still be undetermined in his 
future at this stage. The demand for men of even part of their ability is 
so great they would all have been locked into prime positions before they 
were 30. 11 
··''1 
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The comments of respondents who selected Candidate A are listed in 
TABLE XII. The comments are grouped in four general categories: 
(1) Education--twelve comments; )(2) Experience--six comments; 
(3) Ability--five comments; (4) Personality--four comments; {5) No comments-
one. 
EMPLOYMENT FOR CANDIDATE A 
One respondent was much impressed with the qualifications of Candidate 
A and provided the following comment: 
11 There is an oversupply of candidates Band C and a real scarcity 
of A. Candidates Band C have backgrounds which hardly qualify for a 
public relations counseling firm, while A is needed virtually by all and D 
would be a good investment if we lost A. Find me the man you describe 
as A and I'll hire him today. You can have Band C. 11 
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SUMMARY AND CONCLUSIONS 
The analysis provided empirical data to favor and support the working 
hypotheses of this study. 
Successful public relations executives--owners, partners, presidents 
and executives of agencies in business for a number of years in the com-
petitive climate of the larger metropolitan . cities--are aware of the need 
for management skills as a criteria for success in public relations agency 
operation. 
A public relations executive will select the candidate with essentially 
the same values and qualities that he himself accepts as important to 
success and reject the values and qualities which he feels endangers 
his personal values and future success which will result in the selection 
of an e x ecutive with experience and background similar to his own. 
It is perhaps significant that this is the first reported survey indicating 
a preference by public relations executives for an individual categorized 
as outside the newspaper experienced, liberal arts educated individual 
popularly considered to be potentially the ideal public relations exeuu tive. 
Although the evidence is far from conclusive it may be that the previously 
employed direct methods of surveying public relations executives concern-
ing a career in public relations evoked a response patterned on the popular 
image of the public relations executive versus the real qualifications and 
qualities required for success. 
Although Candidate A possessed traits other than a degree in Business 
Administration and a demonstrated ability to manage, it is significant that 
he was chosen most often by the respondents --particularly by top manage-
ment of counseling agencies--even though he possessed no media back-
ground or experience. He was not the "aesthetic type" often depicted in 
popular literature as the ideal PR executive. Candidate A's popularity with 
agency exectttives perhaps indicates a valid need for his type in the. public 
J't• 
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relations profession. It at least reflects an awareness by top public re-
lations executives of the importance of managerial skill to successful public 
relations practice. 
From the data reported by the survey it is possible to assume that exper-
ience as a newspaper writer is no longer essential to employment in public 
relations counseling practice. The selection of the hypothetical candidate 
without newspaper experience but with a degree in business administration 
and experience as a management trainee is perhaps significant to universities 
offering professional education in public relations on a full-time or' part-time 
basis. By preparing potential public relations executives for their role as 
managers of public relations resources the universities would greatly enhance 
the professional qualifications of the potential executives and contribute to 
the development of public relations as a profession. 
The awareness by top public relations executives of the importance of 
managerial ability is perhaps important to the professional societie-s and the 
editors of public relations publications. By emphasiz ing public relations man-
agement to members of the societies and readers of the publications it may 
be possible to broaden the managerial capability of public relations practitioners 
who in turn could derive better public· relations programs for clients and em-
ployers. The recognition of public relations executives as managers as well 
as communicators should in turn enhance the development of public relations 
as a profession. 
,J 
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CHAPTER VII 
, COUNSELING AGENCY PROFILES 
This chapter contains management profiles of six public relations 
counseling agencies. It is hoped that in gathering the material for a 
management pr.pfile the author has not filtered out or distorted the 
true organization and operation of the agencies concerned. 
Because of the scope of agency operations and because so little 
material was previously available. this exploratory study might be 
compared more to the shadow of the organizations concerned rather 
than to the complex substance of the agency as it really exists. 
The data presented was gathered by this author on field trips to New 
York City and Boston and also includes pertinent facts and material 
taken from public relations literature. 
It is perhaps significant that the top executives of the agencies visited 
expressed enough interest in the exploratory study of. management to 
permit this author to .gain a better insight into their agency operations. 
Several of the executives spoke "off the record" and preferred to remain 
anonymous but the majority cooperated fully with- the study. The data is 
reported to the best of this author's ability and of course any mistakes 1.n 
detail or the overall presentation of an agency are the author's. 
Personalities of several of the public relations executives are reported 
1.n some detail because the agencies concerned reflect clearly the skill 
and philosophy of the executives themselves. 
' , 
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CARL BYOIR & ASSOCIATES AGENCY 
NEW YORK CITY, N. Y. 
Carl Byoir & Associates, Inc., is the nation's largest public relations 
agency with a staff of 260 trained men and women. It was founded by 
.Carl Byoir, a former newspaper writer and publisher, in 1930. The 
agency is located at 800 Second Avenue, New York City. Agency offices 
are also maintained in Chicago, Washington, Los Angeles and San Fran-
cisco. Affiliated facilities are located in Miami and Dallas. Foreign 
operations include representatives in London, Frankfurt and Paris) 
The account that permitted Byoir to establish the agency in 1930 was 
a tourist promotion program for the Cuban government. The first em-
ployee hired by Byoir was Gerry Swinehart, an ex-newspaperman. When 
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Byoir died in 1957, Swinehart became Chairman of the Board of an agency 
that had grown from one man and one $60, 000 account in 1930, to the lar-
gest public relations agency in the world with over 200 employees, 24 
blue chip accounts and gross billings of $3, 000, 000 a year. 
Irwin Ross, author of the Image Merchants, said this about the Carl 
Byoir Agency: 
"There is a refreshing no-nonsense .air about the organization known 
as Carl Byoir & Associates •• The top brass at Byoir do not cast them-
selves in the roles of disinterested social scientist, saviors of the repub-
lic or custodians of the corporate souL ... Nor do they boast, in the man-
ner of some practitioners, about how much time they spend advising cli-
ents on top-level policy and how little on the mundane chores of press 
agentry. "We believe in publicity and lots of it" says Gerry Swinehart." 
/\ 
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Carl Byoir & Associates charges a $50, 000 minimum annual retainer 
fee for a corporate client. Included among the agency's clients are: 
B. F. Goodrich Company--since 1936. 
The Great Atlantic & Pacific Tea Company--since 1937. 
Schenley Industries, Inc. 
Minneaspolis-Honeywell Regulator Company 
The Bendix Corporation 
Hughes Tool Company 
Hallmark Cards 
Radio Corporation of America 
W. A. Scheaffer Pen Company 
Republic Aviation Corporation 
C. I. T. Financial Corporation 
Bulova Watch Company, Inc. 
Brown & Williamson Tobacco Corporation 
F. W. Woolworth Co. 
Management of the agency is centered in two men. Gerry Swinehart, 
Chairman of the Board, and George Hammond, President. Three exec-
utive vice presidents round out the agency management team. According 
to Hammond the management group is organized as an interchangeable 
team. 11We find this necessary since we are each out of the office traveling 
so much on behalf of our clients, 11 commented Hammond. "When one of 
our top executives is out of the office another can fill in for him." 
One executive vice president is in charge of operations at Byoir. De-
partments and branches of the agency report to him. In addition, this same 
executive supervises several client's accounts. The other two executive 
vice presidents also supervise accounts in addition to their duties as exe c-
utive vice president. 
Byoir account executives report to the account supervisors. Since the 
agency operates basically on the account executive system, with an account . 
staff fully assigned to an account, one to ten or more persons on the account 
staff report to the account executive . 
The Byoir Agency maintains eight specialized departments to work 
closely with the account staff. The specialized departments are: 
Business and Financial News 
Contact and Placement 
Radio and Television 
Visual Publicity {still and motion pictures} 
Magazine 
Research 
Women's Interests 
Editorial Supervision 
Each department performs a two-part function: 
l} It counsels clients on activities of a particular media; 
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2} It produces and disseminate$ appropriately 'packaged" inform-
ation to the media on behalf of a client's objectives. 
C:lients are billed for agency services including: 
The pro-rated salaries of the account executive and account staff. 
The pro-rated manhours and production costs of service performed 
for the client by the service department. 
The pro-rated costs of the service department are based on a standard 
,hourly rate based on the total costs of running the department annually divided 
by the number of working days in the year. Each account budgets for the 
number of financial days estimated to be required from the specialized de-
partments on behalf of the client's account. This in turn establishes the 
workload for the specialized departments. 
The Byoir Agency provides its clients a unique service by maintaining 
highly skilled communications and creative specialists to perform a variable 
workload for the client at a standard compensation rate. The agency makes 
available the services of the specialists required to do the client's job one 
to twenty or more days a year without the client having to retain or hire the 
specialists on a full time basis. The agency also assumes the financial 
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risk of maintaining the specialists on the payroll for all the time not 
used by the clients of the agency. This places the client in the position 
of having access to the specialists who would normally not be available to 
him because of prohibitive cost. 
The professional ability of the specialists at Byoir & Associates has 
created a reputation of expert service among newspaper, radio, magazine, 
television and newsreel editorfi This expert reputation has, according to 
the Byoir Agency, created a high degree of acceptance by the media for 
material prepared by the agency staff. 
One unique feature of the Byoir Agency which is made possible by the 
size and income of the agency- -few others could afford it- -is the Editorial 
Control Center (ECC). The ECC is staffed by a former Associated Press 
editor who reads everything sent out of the agency to the media. His job 
is to make certain the material meets the high professional standards of 
the agency and adhers to agency policy. Top management at Byoir provide 
information to the ECC on all s eriuus policy decisions, reputations, and 
interests involved in serving clients and the agency. 
According to Hammond the ECC provides quality control to the agency 
because o~ the basis of the agency 1 s relations with the media. If a news 
release or other publicity piece is to accomplish its objective it must be 
accepted and published by the editor receiving it. In advertising an agency 
can improve the chances of reaching the public with the message of it 1 s 
client by stepping up or broadening the paid publication of the message. 
This is not the case with public relations because the acceptance of your 
client 1 s message for publication depends on a narrow, rigid relationship 
between the client, the public relations agency and the media. For the 
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message to gain acceptance by the media it must be packaged or presented 
in a manner most favorable to its acceptance. It is up to the public relations 
agency to determine this best method of packaging or presenting its client's 
messages. Without this acceptance by the media you are wasting a lot of 
time and money and failing to serve your client. Byoir & Associates be- . 
lieves that acceptance by the media also includes such things as the exper-
ience, personal contacts, and working relationship of the agency staff with 
the media. 
Other evidence of quality control in the Byoir Agency is the seri e s of 
staff and client reviews that must be accomplished for each account program 
from the planning stages to final imp!hlentation. The Byoir Agency main-
tains a plans board which meets as required to service a client with a pro-
gram or to focus wide experience and judgment on a particular problem of 
a client. Specialists sit in on the board meeting as required by the prob-
lem under consideration. If it is a Fair Trade program, naturally Byoir 
experts on Fair Trade programs would sit in regardless of their position 
of employment in the agency. This brings considerable depth to any public 
relations program offered to a client of the agency~'·l 
STAFFING THE BYOIR AGENCY 
In hiring executives for the Byoir Agency emphasis is on journalistic 
experience. An exE!cutive must work a minimum of four years at Byoir 
before he can be promoted to account executive. Executive positions in 
the top echelon of the agency have, in the past, usually been filled with 
men who have worked a number of years for the agency. George Hammond 
answered this author's query on the professional qualifications for employ-
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ment at Byoir with the following comment: 
"We look for a person who is delighted to assume res ponsibility. 
We prefer that he have journalistic experience--in fact he must have 
some· type of journali stic experience somewhere in his background. 
During the four years that an individual works for this firm before he 
is considered qualified to assume the responsibility of account exec-
utive, we observe him and watch for a demonstration of a sense of 
responsibility. We also try to measure his judgment--judgment is very 
important in public relations. If we find a man who lacks a sense of 
responsibility or does not demonstrate judgment we get rid of him. 
This also applys if we find his work is not up to our standards. We 
have accumulated a lot of public relations tools over the years we 
have been in business. What we need is people who have the capabil-
ity and judgment to properly use or apply these tools. We seek a 
fellow w h o can enthusiastically show a client how to accomplish his 
goals through the use of the public relations tools availabl e. We em-
phasize writing skills in considering applicants for employment. The 
media doesn 1t have time to rewrite the release you send them. A high 
degree of communication skill is utmost in this business ••• 11 
EXECUTIVE TRAINING PROGRAM 
Junior executives at the Byoir agency are trained for their executive 
role mostly by experience in the firm. The agency conducts a series of 
evening sessions ~or junior executives--below account executive level. 
The meeting generally begins with dinner, followed by a seminar lasting 
· 2 to 3 hours. The seminar, conducted by account executives and members 
of the management group is concentrated in the areas where it is felt the 
junior executives need development because of their limited experience. 
Once a year the Byoir Agency conducts a "retreat" or seminar for 50 
or 60 account executives, department heads, and other key members of 
the agency. The 2 to 3 day agenda includes workshops and presentations 
by experts in business, research, communications and marketing. The 
purpose of the seminars is to focus the attention of the agency staff on 
agency objectives and problems for the year ahead. 
,\;'-
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Another management tool of the Byoir Agency is an "Account Exec-
utive 1 s Manual" used as a formal guide by Byoir executives. It contains 
information concerning the "what,t' "why," and "how" of account manage-
ment. Written memorandums are posted in the book regularly concern-
ing the management group's policwon a wide variety of agency business. 
The opening paragraph of one section of the executive's manual is of 
significance to this study: 
''Carl Byoir & Associates, Inc., is a business organization \With 
exactly the same reason for existence as our clients--to succeed as 
a business enterprise. 
In a very large measure, it is the account executive's handling 
of the business aspect of his job that will make it easy or difficult 
for us to run our shop successfully and profitably ••• " 
New staff members at the Byoir Agency receive a 23 page booklet 
and a kit on the policies and operations of the agency. The purpose of 
the booklet is to "help you and us to understand each other faster and 
better. rr The history of the agency, descriptions of how the agency 
operate~ a list of the clients, the operating philosophy, the names of 
the agency management, plus detailed operating procedures of the special-
ized departments of the agency are included in the Byoir booklet. Inform-
ation of particular interest to new employees- -profit sharing, holiday s<bed-
ules and group insurance plans- -are also included. 
Through the years that the Byoir Agency has been in business, it has de-
veloped a reputation as a hard-hitting, hard-driving public relations agency 
that gets results. It has helped to popularize non-skid synthetic rubber 
tires, safety plate glass, the first ballpoint pen and the first all-aluminum 
train. 
163. 
Byoir & Associates focused public attention on teen-age death from 
automobile accidents ... .-now known as "teenicide, 111 a word coined by the 
agency; represented the ea stern railroads in a campaign for public un-
derstanding and support; promoted good packaging of products as a dy-
namic force in business; helped popularize the use of greeting cards; 
as sis ted clients in Congressional investigations; and handled numerous 
employee, plant, community, stockholder and government relations 
programs. 
To a · visitor to the New York office of the agency, it _is readily 
apparent why Irwin Ross referred to it as a "no-nonsense agency. 11 
The Rolls-Royce precision, power, efficiency and smoothness of the 
·agency operation reflects the advanced management skill of its exec-
utives. 
Why might a client be willing to pay the $50, 000 plus expenses for 
the Byoir Agency services.? The reason is perhaps summed up in a 
booklet published by the agency: 
HThere are other public relations organizations well qualified to 
counsel in public relations rm tters. There are others who are, :ln 
the strict sense and admittedly, 1publicity men,. 1 We ~elieve that 
the Byoir organization is unique in its combination of long experience 
in counseling and its complete facilities geared to play a. constructive 
part in carrying through integrated, purposeful, long-range programs 
for its clients. 11 . · 
Public Relations management has certainly played an important role 
in the successful operation of the Byoir Agency during the past thirty years. 
It is reflected in the long and short term objectives and planning; the qual-
ity control efforts--such as the Editorial Control Center; the executive 
training program, the executive 1s handbook and the employees handbook; 
the departmentalization and cost accounting of specialist 1s services 
and the recognition by th.e top executives .that a public relations agency 
is a business organization and therefore must be managed as a business 
enterprise. 
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JOHN MOYNAHAN & COMPANY AGENCY 
NEW YORK CITY 
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John Moynahan & Company is a medium sized public relations counseling 
agency with principal offices at 155 East 44th Street, New York City. The 
agency was founded in 1948, by John F. Moynahan who now serves as 
president of the agency. 2 
With a staff of 35 personnel in its New York City office and represent-
atives in Washington, D. C., London; England, and n·~sseldor~ Germany, 
the Moynahan agency provides public relations counseling and service for 
domestic and foreign corporations, trade association and business inter-
ests. 
Prior to organizing the counseling agency that bears his name, Moy-
nahan served as a Boston newspaperman, a public relations executive 
with other public relations counseling firms and as a senior military in-
formation officer with the World War II Manhattan (Atom Bomb) Project. 
Moynahan was recalled to active duty to direct press relations of the post 
war Bikini A-Bomb tests. 
The Moynahan Agency offers its clients a variety of public relations 
counseling and staff services. These include: 
Public relations policy counseling. 
Financial and stockholder relations programs. 
Community relations programs. 
Introduction of new products and services. 
Promotion of industrial development. 
Internal communications programs. 
All aspects of publicity. 
Clients of the Moynahan Agency include organizations such as: 
The Chase Manhattan Bank 
Committee of Aluminum Producers (Alcoa, Kaiser, Reynolds) 
The General Tire and Rubber Company 
Jamaica (W. I.) Industrial Development Corporation 
National Air Transport Coordinating Committee 
Volkswagen of America, Inc. 
ORGANIZATION 
The public relations counseling and staff work of the Moynahan 
Agency is organized on the account e x ecutive basis. An account exec-
utive is dir ectly responsible for all aspects of the client's public re-
lations counseling and staff services includi ng the responsibity of 
using the entire experience and creative potential of the agency staff. 
The account executive is directly responsible to an account supervisor. 
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An account supervisor is responsible for five client 1s accounts. Account 
supervisors report directly to s en:lor management of the agency. 
Senior management of the Moynahan agency includes the president, 
executive vice president, vice president and corporation secretary. 
Business management of the agency is handled primarily by the 
president. The agency staff includes a controller. Outside auditors and 
business acountants are also retained by the agency. 
It is a John Moynahan philosophy that rigid formal organization and 
strict reporting procedures stifle creative thinking. Therefore, agency 
operations are conducted on a rather informal basis. 
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STAFFING 
The executive staff of the agency has accumulated broad and special-
ized experience in public relations practice, government service, finan-
cial relations and all communications media--radio, television, newspaper, 
magazine, news service. 
All agency executives are college graduates. Walter Carty, vice-
president, estimates that the Moynahan agency has an accumulative 
total of 178 years newspaper, magazine, and oral communications ex-
perience by i ts staff members. Executives range in age from mid-
thirties up to sixty years of age. 
Economic inducements for employment with the Moynahan Agency 
include a regular salary plus participation in a profit sharing plan, group 
insurance and a pension plan based on individual salary and position. 
Non-economic inducements for Moynahan executives include profess-
ional status by association, a working environment which nourishes free 
creativity, co-creativity and self-realization in mass communications pro-
grams, plus stability of employment not always available with an organiz-
ation which nourishes free creativity. The diversity of clients a n d their 
related problems offers Moynahan executives the opportunity to exercise 
their creative and executive skills in facing the new challenges and pro-
grams to cope with the challenges. 
Experience with the media is one of the primary qualifications for em-
ployment with the agency but equally important is the moral character and 
professional public relations potential of the individual applicant. 
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All applications for executive employment with the agency are carefully 
screened and applicants with basic qualifications for employment with the 
agency are tested for aptitude and their b a ckground is screened. Since 
the turnover rate among agency executives is comparatively very low, 
new executives are generally employed when a client increases its pro-
gram or when a new account is acquir~d. The final decision on whether 
or not to hire an executive is made after the individual is interviewed by 
the agency president. 
PLANNING AND OBJECTIVES 
Short and long term objectives of the Moynahan Agency are primarily 
the result of agency plans board group meetings. The plans group consists 
of the agency president, vice president, executive vice president and the 
corporation secretary. Planning sessions are usually informal brain 
storming sessions related to agency management and public relations pro-
grams of clients and potential clients. Each member of the board is offered 
the opportunity to present ideas and the final decisions are generally a syn-
thesis of the group's ideas. 
The agency has determined long range objectives for at least five years 
into the future. Planned growth of the agency, increased profit, acquisition 
of a particular account or type of account, improved service to clients and 
strengthening the professional qualifications of agency executives and tech-
ncians might be included in the long range objectives. 
The Plans Board Group also functions as a review or quality control 
center for agency programs by reviewing present and planned programs 
for professional quality, adherence to client and agency objectives and 
policy. 
r• 
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Client1s public relations programs are planned to meet specific re-
quirements and opportunities. The five basic elements of Moynahan 
public relations programs include: 
A depth study of client organization and activity, the communications 
potential and marke ting concept. 
A statement of objectives, both long and short term. 
A careful delineation of those audiences on whose actions the best 
interests of the client depends. 
Selection of methods and media best suited to the successful linking 
of objectives and audiences. 
A definitive project schedule to insure systematic imphnentation 
of a well-conceived program. 
SUMMARY 
Although growth and gross profit figures for the Moynahan Agency a re 
not a matter of public record it is generally known that the Moynahan Agency 
has grown rapidly in size and stature since it was founded in 1948 and for the 
purposes of this study can be classified as a successful agency. The aware-
ness and practice of professional managerial skill of the agency executives 
is reflected in the attention given to planning, maintenance of qualified p er-
sonnel in execu tive positions, the quality control of its service and the basic 
organizational structure. This author believes the relationship between 
successful public relations managers and successful public relations practice 
is apparent at the John Moynahan Agency. 
/\ L.J 
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THE HILL AND KNOWLTON AGENCY 
NEW YORK CITY 
In 1960, public relations practitioners and editors of newspapers were 
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asked by Printers 1 Ink magazine how they rated public relations counsel-
ing firms. In two separate surveys, Hill and Knowlton led the field. 3 
Hill and Knowlton was founded in 1927 in Cleveland, Ohio, by a former 
newspaperman and financial writer, John W. Hill. According to Irwin 
Ross there were two factors which led Hill to quit the newspaper world 
for a career in public relations. One, he read a speech by Ivy Lee, 
which impressed him. Two, he was dismayed by the quality of corpor-
ation news releases which he received as a business writer and thought 
he could do bette r. Hill's first client was a bank in Cleveland which re-
tained him for $500 a month. His first client also helped Hill get a client 
in the steel industry which was later of great significance to his career 
and his agency. 
In 1933, when Hill was grossing a reported $100, 000 a year, he took 
a partner into the agency, Donald Knowlton. Later that same year Hill 
left the managing of his Cleveland agency to Knowlton and took a $22, 500 
a year in New York City as public relations director for American Iron 
and Steel. Just as the Rockefeller interests patronage established Ivy 
Lee in public relations earlier in the century, the Steel Institute helped 
lift Hill into prominence in the public relations world of the 1930 1s. 
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In 1938, Hill and Knowlton opened a new office in New York City. 
The partnership of Hill and Knowlton continued to develop in size and 
national prominence in the late thirties and early forties. Then, during 
World War II, Hill, and Knowlton, split. Knowlton remained behind in 
Cleveland with a portion of the New York Firm stock and Hill retained 
a portion of the stock of the Cleveland Firm managed by Knowlton. 
By 1946, the New York Firm of Hill and Knowlton had seventy employees. 
Since 1946 the firm has grown at a steady but planned rate. Today, Hill 
and Knowlton employees 235 persons and has offices in six major cities 
of the World. The services offered by Hill and Knowlton are among the 
most varied and complete of any public relations counseling firm. Hill 
and Knowlton holds the undisputed title of being one of the two top public 
relations agencies in the world today. 
From offices high over East Forty-Second Street in New York City, 
H & K serv es clients large and small, drawn from a wide range of 
American industry. Its biggest account is the Americ a n Iron and Steel 
Institute. Other clients include the Tobacco Industry Research Committee, 
the California wine industry, Coca-Cola, Procter & Gamble, Avco, Gil-
lette, Cities Service and numerous others. {Ross reports the clients num-
ber 40.) 
John W. Hill, chairman of the board; Bert Goss, president; Richard 
Darrow, executive vice-president; and John Mapes, run Hill and Knowlton. 
Hill still actively manages the major details of the agency's business and 
serves as a counselor and confident of the management of major clients. 
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Hillis hands are relatively free of the details of operating the complex 
organization, thus permitting him to function as a senior top executive. 
"John Hill made a decision many years ago that there is a sufficient 
requirement for counseling and services for more than one man in this 
agency," said Richard Darrow, H & K executive vice president. "Through 
the years Hill and Knowlton has developed according to that policy. 11 
The business details of the agency are generally man a g ed by Bert 
Goss. Other senior officers of the firm take part in major policy de-
cis ions. 
H & K executives other than Hill, Goss, Darrow and Mapes, make 
up the H & K Developm.ent Committee. According to Darrow this group 
reviews the agency management and operations at regualr intervals to 
make sure that in the service to its clients, the agency doesn 1t neglect 
its own business management. To quote Darrow, 11 they see that the 
cobbler 1s children aren 1t going barefoot. 11 The Development Committee 
meets and makes decisions independently of the top H & K management 
group. 
Hill and Knowlton proudly boasts that it never solicits a new client. 
It follows the ethical practice of the medical and legal profession of posting 
a modest shingle but no effort is made to collar passers-by. In 1959, 
H & K 1s gross billings were reported by Bert Goss to Irwin Ross as 
$3, 500, 000--exclusive of out-of-pocket expenses charged to clients. 
Darrow remarked to this author that there are "no growth quotas or 
growth charts in the Hill and Knowlton business objectives. "Our growth 
has come from the acceptance of the business we feel we can serve prop -
/\• 
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erly, and the availability of personnel to handle the new business accord-
ing to our high professional standards. 11 
According to a recent survey, reported in the H & K booklet "Public 
Relations Counsel, 11 the average H & K staff member is a man with 14 
years of experience in public relations. In the officer group the average 
is 22 years 1 background in the public relations field. 
H & K also reports: 
"More than three-fourths of the staff worked as editors and reporters 
on newspapers in 23 states, the District of Columbia, and eight foreign 
countries. 11 
ORGANIZATION OF HILL AND KNOWLTON 
Account supervisors, supervising three account executives report 
direct to the senior management group of H & K. An account executive 
and a small permanent account staff serve each client. Specialists, some-
times referred to as "swing men, 11 service the accounts as directed by the 
account executive. The specialists are grouped into technical and service 
d epartments including: 
Publicity and product promotion. 
Financial and stockholder relations. 
Community Relations. 
Employee relations and union-related activity. 
Government and Washington activities. 
Educational research and cooperation. 
Attitude research and analysis. 
Publication of periodicals and booklets. 
Ec anomie communications. 
Scientific and Public health affairs. 
Public affairs and politics. 
Public speaking. 
Relations with national organizations. 
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According to Darrow, these "swing-men" specialists are 11 the best in the 
business concerning versatility, experience, ability to think, program, 
counsel and write for public relations. 11 
The direct responsibility for the conduct of an account at H & K is 
with the senior management group. "This group develops policy recom-
mendations, programs and special projects, and provides counsel and 
general direction on all accounts. 11 The account executive maintains 
day-to-day contact with the client to best serve the client's interests. 
It is H & K policy that the senior management executives and account 
executives make certain that H & K operating services, specialists and 
entire facilities are used as required in conducting a client's public re-
lations program or to meet any contingency. 
HOW HILL AND KNOWLTON DEVELOPS A PUBLIC RELATIONS PROGRAM 
Basically a public relations program for a Hill & Knowlton client is 
accomplished in thr e e broad stages: (1) Preliminary study, research and 
confe rences with the client; (2) R e commendations based on the study, 
research and confe rence s; (3) Carrying out the program. 
Pr e liminary Study, Research and Conferenc e s 
H & K b e gins the study by gathering all the pertinent information avail-
able concerning the cli e nt and his pubiics. Conferences are the n h e ld with 
the management and public relations officers of the cli e nt organization to 
learn: (1) its business, and (2) its existing public relations problems, pol-
icies and objectives. H & K th e n conducts a study of the present m e thods by 
which the company imple ments its public relations effort. An analysis is 
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then made of the communication activities used by the client to reach its 
publics; and the specific economic and social forces with which the client 
is concerned in determining public relations policy and action. 
Sometimes H & K recommends that a qualitative study be made of the 
attitudes of specific groups or publics whose attitudes may be of special 
significance to the design of the public relations program. These publics 
may include: stockholders, the financial community, employee s, commun-
ity leaders, government officials and legislators, dealers or the press. 
H & K has a wholly owned subsidiary, Group Attitudes Corporation, with 
the capacity for research based on ten years of experience in opinion 
audits. 
Recommendations Based on Study, Research and Conferences with Client 
The data gathered by the study, research and conferences is synthesized 
by the H & K staff along with the agency 1 s practical inforraation concerning 
public relations programs and tools. The program recommended for the 
client is based on a clear definition of the client 1s short-term and long-term 
objectives and proposes action for realizing these goals. The program is 
flexible to anticipate continuous changes in the relationship of the client to 
his publics. 
Carrying Out the Program 
' Once the client approves the proposed program, the agency account staff 
effectively implements it. This includes: 
11(1) Continuing sound judgment in the implementation of policies, in 
the direction of activities undertaken, and :ln the handling of complicated 
problems as they arise. 
(2) The successful use of communications methods to reach and gain 
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the understanding of important groups when this is considered necessary. 
These methods must taken into account the fact that ther e is not one pub-
lic but many, and the public relations practitioner must know how best 
to reach the various publics defined in the objectives of the program." 
HILL AND KNOWLTON FEES 
Although concrete references to agency fees can be quite misleading to 
a reader who bases the costs of an agency such as H & K solely on the fee, 
for comparison purposes it is perhaps significant that H & K charges 
$3, 000 per month as a retainer fee. For this fee the client receives super-
vision of the account, counseling by the top executives and access to the 
services of the agency. In addition, the client pays "time charges" for 
everyone else who works on the account, plus out-of-pocket expenses of 
the account staff ·servicing the account. This $3, 000 retainer is for indus-
trial corporations and not for industry associations. The client is provided 
with an estimate of expenditures in all categories pri_or to the start of. the 
work. This budget is used to control the normal management of the account. 
GLOBAL OPERATIONS OF HILL AND KNOWLTON 
Hill and, Knowlton established an international public relations service in 
1952. Hill and Knowlton International is headquartered in New York and 
G e neva, Switzerland. With a network of associated independent firms, a 
broad range of public relations service is provided to clients doing business 
in the more densely populated areas of Western Europe; United Kingdom; 
North, Central and South America; New Zealand; Australia-~ The network 
combines the assets of experienced natiomlsin each country with American 
experience in public relations. 
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STAFFING HILL AND KNOWLTON WITH EXECUTIVES 
Professional status or potential for professional status is a major criteria 
for employment as an executive at Hill and Knowlton. The reputation of 
Hill and Knowlton public relations service to clients is almost the hallmark 
of the counseling profession and therefore many persons aspire to executive 
employment with the firm. Ross reports that salaries of H & K staffers 
range from $6500 for an assistant account executive to $20, 000--$25, 000 
for an account coordinator. The stability of employment, profit sharing 
and fringe benefits offered by H & K combined with the higher than average 
salary permits H & K to maintain a high caliber of public relations executives. 
According to Darrow, H & K hires people who "have the best experience 
for the problem we are dealing with. Quality and qualification are determin-: 
ing factors for employment. The ability to communicate--verbally as well 
as in writing--is very important. Some men dontt have the ability to com-
municate on the scale required in our firm although they may be acceptable 
for employment elsewhere in public relations. We seek executives who can 
handle people, who can professionally service our client's, and who demon-
strate sound judgment. 11 
Darrow believes that Hill and Knowlton will continue to grow and develop 
in the same solid manner as it has for the past thirty years because of the 
agency's sound management policies. 11!£ Hill and Knowlton is to maintain 
its leadership in the public relations counseling field we will have to grow, 11 
said Darrow, 11 there is no question about that. To grow we will certainly 
need more top executive caliber men. We will need to pull in top caliber 
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executives to add strength to the total agency team. 11 
To develop the executives within the a g ency, H & K conducts a series 
of meetings called '1Inside Hill and Knowlton. 11 This offers a practical 
opportunity for junior executives of H & K to learn from senior executives 
the professional practice of public relations as well as their responsib-
ilities as executives. A public relations program presentation is usually 
made by H & K executives including insight into agency policy followed by 
a question and answer period. The agency also conducts luncheon meetings 
with the junior executives to discuss business of the firm, key accounts, etc •• 
Hill and Knowlton sponsors a fellowship at the Boston University School 
of Public Relations and at Harva.rd University Graduate School of Business. 
John W. Hill is a member of the Board of Visitors of the Boston Univer-
sity School of Public Relations. It is apparent that H & K supports the 
need for professional education and training in public relations and public 
relations management. 
There is no plans board at Hill and Knowlton. 
Internal coordination at H & K is maintained by direct, to the point 
memorandums. Transcripts of telephone conversations are placed in a 
reading file to keep all executives of the agency abreast of agency operations 
and rolicy decisions. 
It is apparent that management is a key factor in the successful oper-
ation of the Hill and Knowlton agency. The success of the agency reflects 
to a great extent the managerial skill of the man who launched it with one 
$500 dollar account back in 1927 and ·aeveloped it to its present size and stature. 
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John W. Hill once said that "public relations is simply the management 
function which gives the same organized and careful attention to the asset 
of good will as is given to any other major assas of the business." Hill 
and Knowlt on reflects the same organized and careful attention to the 
business function of public relations counseling. 
RUDER & FINN AGENCY 
NEW YORK CITY 
In 1960, Ruder & Finn was rated by Business Week magazine as one 
of the top five public relations agencies in this country.4 This was just 
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twelve years after two life-long friends, Bill Ruder and David Finn 
11Hung out their shingle 11 as public relations practitioners. The ttshingle 11 
was hung outside a room in the Lombardy Holtel in New York City. 
Today, from two entire floors of a building just off Park Avenue, the 
Ruder & Finn Public Relations Agency with a staff of 140 people serves 
4 8 clients. Ruder & Finn1 s gross billings for 1960 were $2,686,200--
5 
more than double the 1956 gross billings of $1,112, 000. 
How does a partner:S.hip of two young and relatively inexperienced men 
develop into a sprawling multi-million dollar public relations agency in 
such a relatively short period of time? This author believes the answer 
is that Ruder & Finn provided the right combination of management, am-
bition, aggressiveness and creativity. 
Bill Ruder was employed by the Samuel Goldwyn publicity office in 
New York City and David Finn was an aspiring artists--innocent of public 
relations and publicty by many standards--when the two decided to form a 
public relations agency in 1948. Their first client was Perry Como Records 
for a fee of $100 a week. With a degree of success with the Como account 
they managed to attract several others and provide sufficient income to 
open an office and hire a secretary. 
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In 1949, Ruder & Finn made a decision that was perhaps the first 
major step toward their present size and success as a counseling agency. 
They organized a "Field Network" of publicty men to service clients on a 
per- job basis. Thus a small product manufacturer _in New York City 
could reach a local audience in Chicago or Philadelphia at a moderate 
rate through Ruder & Finn. This was an attractive selling point. By 
1950 R & F had a two room office and 14 people employed. 
Many of R & F 1s early clients were relatively small and unknown 
companies interested in increasing sales by product publicity, and, if 
possible, gaining a degree of publi.c recognition. 
In recent years R & F has accumulated clients with some prominence. 
This includes Marlin & Company; International General Electric, American 
Oil Company,; Clairol; Fur Information & Fashion Council; Hotel Corpor-
ation of America; John & Johnson; Mead Corporation; North American Van 
Lines; Helena Rubinstein; Stanley Home Products; Union Carbine Chemicals; 
and Venetian Blind Institute. R & F fees range from $24, 000 to $50, 000 a 
year. 
Bill Ruder left the agency in 1960 to accept an appointment with the Com-
merce Department in Washington. Management of the agency is today cen-
tered in David Finn as Chairman of the Board and President; Paul B. Zucker, 
executive vice president; and Alfred G. Paulson, Vice President, Secretary 
& Treasurer. Paulson, a former CPA, established the cost accounting 
system that has made a major contribution to the growth and effectiveness 
of the agency. 
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Ruder & Finn conducts weekly executive meetings as part of the 
management of the agency. These meetings normally include the 
President, Executive Vice President, 14 Senior Vice Presidents and 
the Plans and Development Commmittee Chairman. 
A Ruder & Finn executive committee regularly reviews the agency 
business in terms of the agency's objectives. 
The Plans Department of the agency, headed by Ruder until he accepted 
the position with the Commerce Department, is responsible for developing 
the program or presentation the agency makes for prospective accounts. 
The pro§'pective account is studied in terms of what R & F feels are the 
objectives of the client. The Plans Department then briefs the prospective 
client and if he accepts the agency for his account, a more detailed program, 
tailored specifically to the client's expressed needs, is developed. Once 
the client "buys 11 the program, the Plans Department turns the account 
over to the operations division of the agency. 
Detailed business management of the agency is conducted by Paulson. 
As Vice President, Secretary and Treasurer of R & F, he manages the 
business end of the counseling practice exeept for three subsidiary R & F 
companies. 
The cost accounting program of the agency provides a continuous 
pulse on the operational and financial health of the agency. Budget reports 
are prepared by each department on a regular basis and transmitted into 
Paulson's department for a review for exceptions to policy or the b udget. 
The annual budget of R & F is based on pre-determined growth object-
ives. According to Paulson, R & F sets objectives as far ahead as five 
\ 
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years from now. An objective might be to pay higher salaries and in-
centives to retain highly skilled agency personnel. Once the annual budget 
is drawn it is relatively simple to compare the monthly progress of the 
a g ency toward its objectives by reviewing the monthly budget reports. 
The cost accounting system at Ruder & Finn permits the agency to charge 
clients for service on a realistic basis. The price of every service of the 
agency is codified. For instance, when R & F was establishing the cost 
accounting system, the time sheets of agency executives were tabulated and 
processed by electronic computer. It was found that the average effective 
work week of an executive was 35 hours. Using the annual salary of the 
individual as a base it ,was relatively simple to establish accurate hourly 
rates, which, for the R & F agency, might vary from $50 to $75 an hour 
for professional counseling service. 
Similar types of accounts are grouped together under one vice-president 
at R & F. For example, a fur account, a cosmetics account and a ladie 1 s 
sun glasses account might be grouped together under women 1 s fashions. 
Account executives and specialists within the firm are normally assigned to 
one type of account but can move to other accounts as required. This has 
been referred to at R & F as a 1 roving center 1 concept of account service. 
According to Paulson, the firm looks for more than journalistic training 
or experience in hiring executives. 11 W e look for a man who has a solid back-
ground in a special element of the business world--airlines, steel, media, 
sales-- who also has the qualifications required by the public relations counsel-
ing profession. 11 
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RUDER & FINN'S ROLE IN PROVIDING PUBLIC RELATIONS LITERATURE 
The Ruder & Finn agency name is no stranger to anyone who reads the 
public relations and management literature. David Finn has published num-
erous articles--business and ethics--in the Harvard Business Review, 
PR Journal, and numerous other management and public relations periodicals. 
In 1961, Finn authored a book--Public Relations and Management. This book 
mainly concerned management's role in public relations and not public re;.. 
lations executives roles as managers. 
Other members of the agency, including a clinical psychologist retained 
by R & F to help select executives, have published artic:I.e:S:. on various as-
pects of the management of the R & F agency. A very informative-series 
of numbered booklets has been bproduced by the agency from the articles 
written by members of the agency. It is the only series of articles on 
public relations practice and management generally available to students, 
PR practitioners and business executives. 
This author believes that managerial skill has paid big dividends at Ruder 
& Finn and is one of the major reasons for the agency's spectacular growth 
and success. Bill Ruder once said "We're either advance-type managers or 
we're nuts, we're not sure which. 11 To those who study the R & F operation 
there is more evidence to support the former rather than the latter. 
ABC PUBLIC RELATIONS AGENCY 
NEW ENGLAND 
In contrast to the agencies depicted in the other agency profiles, 
this author believes that i~ is significant to this exploratory study to 
examine briefly a small public relations agency with its future h?-nging 
in the balance. To protect the future welfare of the agency, the name of 
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the agency and its owner will not be used in the profile. The agency will 
simply be referred to as the ABC Agency. 
The ABC Agency was founded by an individual with previous experience 
~n a small a g ency serving other than coporate industrial accounts. With 
the usual typewriter, office stationary, telephone and bookkeeping a!range-
ments, the agency set up shop in 1961 in a co-qp type office in a large East 
Coast city. 
ABC's first client was a group of investors who wanted to buy land to 
build an office building. The investors retained the ABC agency because 
they were not from the local area and needed counsel and assistance in 
dealing with local media. The effectiveness of the servicing of the first 
account resulted in the investors retaining the agency on a full-time basis 
at a flat monthly fee plus expenses. Thus ABC landed its first account. 
More important it had a steady source of income. 
TWO BASIC PROBLEMS: MONEY AND ACCOUNTS 
The ABC agency, like any PR agency, faces the two basic problems 
of making a profit and attracting new business. The fact that the agency 
literally started on a shoestring, financially, has seriously handicapped 
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its growth and development. A crucial problem of the agency is the 
lack of a reservoir of funds--operating capital--to draw upon to pay the 
salaries and expenses during these early months of its operation. 
Since the agency is new in business it has no established credit. 
Therefore the printers, photographer, models, stationers and other 
suppliers must be paid in cash by the ABC agency even though the 
agency itself must extend the normal courtesy credit to its clients. If 
the client does not pay the agency within a reasonable time after the ex-
penses were incurred, the agency is in serious financial trouble. Thus, 
even though the agency seeks new business it is limited in the amount of 
new business it can handle due to the lack of operating capital. 
New accounts--preferably those who pay promptly--are the only hope 
the ABC agency has for survival. How does a new, unknown agency acquire 
new accounts when it has limited experience and a limited number of clients 
to offer as reference.? 
One way is for the owner of the agency to try to find out who has public 
relations counsel and who does not have counsel in the local area. This 
must be accomplished on a very discreet basis since (1} It is unethical to 
solicit openly for an account--advertising; (2) ABC may tip its hand to 
other agencies that it is seeking to acquire a particular account and the re-
sult may be competition it cannot afford to face. 
Sometimes an article in the daily newspaper will point out a potential 
client for the agency 1 s service. When this happens the agency discreetly 
mails the prospective client a brochure and personal letter. The brochure 
lists the organizations and individuals previously served by the agency and 
,, 
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requires updating at regular intervals. 
Occasionally a friend in another profession steers a prospective client 
to the ABC agency. This plus meetings and phone calls offer the major 
opportunities for acquiring new clients for the agency. 
Although the titular head of the ABC agency wholeheartedly supports 
the high ethical standards of the public relations profession (he is a member 
of the Public Relations Society of America) it is difficult for the agency to 
refuse any client who is willing to pay--providing the client is reputable. 
That is why the agency often pefforms the distasteful task of operating a 
grist mill to turn out publicity for the client. It would not be too incorrect 
to refer to the PR practitioners involved as "press agents 11 when they are 
providing only publicity to a client. 
An ex ample of how a n e w account can be a problem to the ABC agency 
is in cost accounting. With relatively few accurate yardsticks to estimate 
the amount of time and costs of serving a particular account the executive 
must often guess how much to charge the client. If the fee is set at $500 a 
month and it ends up costing the agency more than that to properly service the 
account the agency goes in the hole. 
ABC management would prefer to be kept on a retainer plus out of pocket 
expenses fee by its clients as is the accepted practice in public relations. 
Unfortunately, not all clients will go along with this arrangement. Some 
want a flat-fee arra:gement. Some want the out-of-pocket bills sent direct 
to them. Not in a position to dicker, ABC usually goes along with the client 
as far as possible as long as there is even a slim chance of making a profit. 
As a newcomer the agency has difficulty justifying its fee with some clients. 
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Since there is a degree of bookkeeping involved in handling out-of-
pocket expenses for clients, and ABC must pay a bookkeeper to perform 
the service, the question arl.ses--Should the ABC Agency charge the client 
for processing the bills? Since it costs as much to process a $10 expense 
as a $1000 expense it should be relatively simple to justify the standard 
17. 65% service charge of other counseling agencies for performing the 
service. This isn't always possible, however, and it gives the ABC agency 
an advantage to not charge the fulll7. 65% service fee for larger e.xpense 
accounts. Thus the agency can often attract a client away from an agency 
that refuses to bargain on the service charge. 
The A B C agency has now survived the first six months of its existence. 
In the past few months it has acquired a few of the quick paying clients plus 
one moderately successful industrial account. In its day-to-day operations 
the agency is learning by trial and error and acquiring the experience and 
c ontacts that are the foundation for its future role as an 11 established" agency. 
Operation of the agency has now reached the point where new accounts 
require new account executives. If the account is lost the account executive 
is out on the street. With each successful transaction with the printers, 
newspapers, photographers, etc •• the stature of the agency grows. When 
a particular specialized service is required by the agency it is jobbed out to 
the free-lance artists, photographers, writers, etc., thus eliminating the 
need for specialized service departments at the present time. 
Right now the ABC management is concerned with near-term objectives--
mainly survival. The future of the agency depends to a great extent on the 
management skill (knowingly or otherwise) of the one man who performs the 
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functions of Chairman of the Board, President, Executive Vice-President, 
Secretary-Treasurer, Account Executive, salesman, journalist and mail 
room boy. 
When queried about the future of the agency the executive concerned 
seemed most interested in the near-term objectives of the agency and in 
the details of his job as a public relations technician. Although his desk 
was buried in a nyraid of paperwork, his operating capital almost non-
existent and his best part-time account executive leaving for full time em-
ployment elsewhere, he did not offer evidence that he was aware of any 
relationship between successful management and successful public relations 
practice. 
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CHAPTER VIII 
SUMMARY AND CONCLUSIONS 
The Importance of Public Relations Management 
There is an apparent lack of emphasis on public relations management 
skills both in the public relations literature and among members of the 
public relations profession. 
Successful public relations practice has been attributed to many factors 
but seldom has it been related to the skill of public relations executives as 
managers. Only a handful of public relations executives have gone on 
record in support of the theory that the management of public relations 
operations and resources offers the greatest opportunity for improvement 
of public relations service and enhancement of public relations profession-
al prestige. Until now, any evidence of the relationship between managerial 
skill and public relations success has been scattered around in the numerous 
books and publications of management and public relations literature. 
In this thesis, the author brought together a wide variety of data con-
cerning public relations and management. The idea was to bring together, 
for the first time under one cover, some of the pertinent managan ent and 
public relations theory along with experience surveys to discover how man-
agerial skill and training is related to successful public relations practice. 
In addition to the survey of the management and public relations liter-
ature, which is common to an exploratory study such as this, this author 
explored the mange rial role in public relations counseling agency operation. 
This included an exploratory analysis of the counseling agency, the organ-
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ization of the counseling agency, the public relations counselor--both the 
image and in reality, and the attitudes of public relations executives toward 
qualifications for success in public relations. The objective of the latter was 
primarily to determine if PR executives were aware of any relationship be-
tween the skillful manager and successful practice. 
The attitudes of public relations executives toward qualifications for 
success in public relations were reported in Chapter VI. The data reported 
from the survey indicates that there is an awareness among top public 
relations agency executives of the need for business management skills 
as a qualification for successful public relations practice. Top agency 
executives expressed a preference for a potential public relations executive 
with a degree in business administration and experience in a large corpor-
ation management training program. This candidate was selected over 
three other candidates who had the usual qualifications for employment 
as public relations executives--newspaper experience, a liberal arts 
or journalism degree, and a candidate with a degree in public relations. 
This is the first published evidence of a requirement for professionally 
qualified business executives in public relations counseling agency practice. 
Previously the emphasis has been on newspaper experience and/ or writing 
skill and a broad liberal arts education. 
EXECUTIVE TRAINING PROGRAMS FOR PUBLIC RELATIONS 
It was pointed out in the survey of the literature report that one inherent 
principle of good management is the maintenance of qualified people inkey 
managerial positions of an organization. In the past, public relations coun-
seling agencies have relied mostly on other organizations to train and de-
velop individuals up to the stage where they were able to make an immediate 
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contribution to the income producing service of the agency. Management 
or executive training programs are not apparent in the majority of counsel-
ing agencies. Agency executives are quick to point out that the agency cannot 
afford the cost of executive training programs and/or that it is unfair to 
train an executive with funds provided by a client for expert public relations 
counseling service. There is evidence that this failure of public relations 
counseling agencies to provide their own executive training program has 
seriously handicapped the growth of counseling agencies and resulted in 
a crippling shortage of qualified public relations executives. There is 
evidence that public relations counseling agencies should follow the prac-
tice of other well managed business organizations and operate executive 
training programs instead of pirating away those executives trained at 
great expense by other organizations. Professional executive training pro-
grams for public relations would be a substantial boost to the growth of 
public relations practice and toward professional status. 
MANAGERIAL RESPONSIBILITIES OF PUBLIC RELATIONS EXECUTIVES 
From the literature four managerial responsibilities of executives were 
established. These are responsibilities recognized by management author-
ities and successful business executives of our top business corporations. 
Evidence was cited to support the theory that, in most instances, perform-
a nee of these responsibilities will generally lead to successful accomplish-
ment of an organization's goals or objoctives. 
The four responsibilities of public relations executives were determined 
to be: 
1. Farsighted planning and clarification of objectives. 
2. A sound plan of organization. 
3. Effective means of control. 
4. Fully qualified personnel in all key positions. 
To test the application and appropriateness of these four responsibilities 
to public relations practice, six public relations agencies were analyzed. 
The results were reported in a management profile of the agencies exam-
ined. 
Here is a broad summary of the results of the general management 
profiles of the public relations agencies examined: 
.... 
RESPONSIBILITY 1. 2. 5. 6. 
I. Farsighted planning and 
Yes Yes Yes Yes Yes No 
clarification of objectives. 
II. Sound plan of organization Yes Yes Yes Yes Yes Yes 
III. Effective means of control. Yes Yes Yes Yes Yes No 
IV. Fully qualified personnel in 
key positions. Yes Yes Yes Yes Yes No 
Demonstration of awareness Yes Yes Yes Yes Yes ? 
and practice of professional 
managerial skill in agency op-
eration. 
.... Agencies 1 through 5 are top ,,. 
New York City counseling 
agencies. Agency 6 is an 
agency in a metropolitan city 
in the northeastern United 
States. 
MANAGEMENT DEVICES OF TOP PUBLIC RELATIONS AGENCIES 
Significant management devices reported in the profile of the top 
public relations counseling agencies included: 
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Plans Board or Plans Group: Carl Byoir & Associates, John Moynahan 
& Associates, Dudley-Anderson and Yutzy and Ruder & Finn maintain 
plans boards or plans groups to determine short and long term objectives 
and provide quality control on the service of the agencies. Meetings of 
these groups vary from on demand to weekly review of a specific account. 
Executive Training Sessions: All five of the agencies visited reported 
the operation of executive training sessions. Sessions are either regular 
luncheon meetings to acquaint junior executives with accounts and business 
of agency to night sessions on public relations techniques. Carl Byoir & 
Associates conducts an annual "retreat•• for fifty or sixty members of its 
staff to focus attention on the forthcoming year of activity for the firm. 
Account Executive's Handbook: Carl Byoir & Associates maintains a 
detailed and up-to-date account executive's handbook. The handbook provides 
agency policy and tips on how to manage the business aspects of an account. 
The handbook also contained a comprehensive outline of public relations 
tools and techniques and should be of immense value to a newcomer to the 
agency. This handbook is maintained in addition to an employee 1 s handbook 
for all new employees of the agency. 
Editorial Control Center: Quality control and adherence to agency and client 
policy is almost assured at Carl Byoir & Associate ' 's Edii.tdlrial Control Center. 
Operated by a former news wire service editor the center extends the control 
of top executives over individual and department performance. 
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COST ACCOUNTING SYSTEM-- The elaborate cost accounting system 
of the Ruder & Finn Agency has permitted R & F management to program 
and budget the activities of the agency in advance and then make a timely 
comparison of the actual operation versus the planned. It provides the 
most effective control over the expenditure of public relations resources 
that has been devised to date. 
Executive Selection Program-- The majority of the agencies reported 
executive selection systems that include an interview with a clinical 
psychologist. Ruder & Finn has devised a "Public Relations Profile" 
for use in selection of new executives. The profile contains ten qual-
ifications desirable in a public relations executive. This and similar 
systems in use by top agencies helps insure the placement of fully qual-
i£ed executives in all key positions. Carl Byoir & Associates requires 
an executive to work for the agency for four years prior to promoting him 
to the position of account executive. 
In closing, it should be pointed out that there are many aspects of success-
ful public relations practice--and many different judgments as to what con-
titutes successful public relations practice--that were not mentioned in 
this thesis. They were omitted because they did not fit the purpose of the 
paper--to explore the rdationship between skillful public relations mangers 
and successful public relations practice. 
Public relations has neglected the recognition and codification of public 
relations management theory and practice. The schools and universities 
offering education and training for professional public relations practice 
------~-------------
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have provided to some extent the necessary background for development 
of managerial skills of public relations practitioners. Apparently the 
practitioners have been slow to recognize the utility of the schools or 
the potential managerial skills of their graduates. 
A major concern of public relations practitioners is achievement 
of full professional status. This subject is a major topic of the pro-
fessional society activities and receives widespread attention in public 
relations literature. There has been little recognition of the need for 
a codification of the management aspects of public relations. 
It is the responsibility of the public relations professional societies, 
practitioners and educators to recognize the relationship between success-
ful public relations practice and skillful public relations managers. It is 
important that all aspects of public relations management be given the 
proper emphasis in society meetings, chapter meetings, executive 
training programs and the curriculum of schools of public relations. 
If done properly, it can only improve public relations practice and enhance 
the chances for future recognition of public relations as a profession. 
Professional public relations programs at less cost through management 
should be the common objective for everyone concerned with public relations. ; 
This does not mean that a magic set of procedures labled "Public Re:Ja:ions 
Management" alone will do the job. It does mean that all public relations 
resources--in terms of manpower, experience, scientific knowledge, 
facilities and materials--nmst be efficiently and effectively managed toward 
an expressed objective. 11 ••• in the management of public relations oper-
ations, rather than in the day-to-day staff work, lies the biggest opportunity 
for the improvement of public relations prestige. 111 
XXX 
1. Burger, Chester. "The Crucial Gap in Public Relations, 11 Public 
Relations Journal, April 1962. 
197. 
Appendix A. 
Appendix B. 
Appendix C. 
Appendix D. 
,, 
APPENDIX 
Selected References, General Management Workshop 
Seminar #2123-09: Administration of the Company 1s 
Public Relations Program. 
Management Training Program Bulletin 
McCann-Erickson, Inc •• 
Questionnaire and Cover Letter for Public Relations 
Counselors Section Survey. (Chapter VI) 
Tables VI, VII and IX from Chapter VI. 
198 
APPENDIX A 
Selected References, General Management Workshop 
Seminar #2123-09: Administration of the Company's 
Public Relations Program. American Management 
Association. 
199 
. 1_:~ 
:- :·~ 
..... ~ .. 
i.-:2.~.-.:; t:·~e, ~-j- il~~w2:~c C c? u~;?L~~Jlic 
~~-~ri.e·~-r, D~c 2:L!~c :...~ 1958 .. 
-,-
..... t.; 
.-
200 
. . . 
-:-;.. :· .. :..-_c:-... ~ . .::_:-.. =-==~~::.~ 
.!.'~i ~-'2:'1 ,, Dciv :....d. ) u_!\_ ·v oid. : .. ~-:3: \·)'c,:-:;t -2 l·JiCd.i:;..c.~: it.:. Co:.."'=~c:..~s tr.;.; :?t::·;~) =-:~ c :~·.:, :y':'?:; ~~~<o.'2 .. \· .... ~=-~ ? . ·.:;:::· .. :::··r~ ~:{::;-r~---~···i .. 
. P-.. 1;..:;:: .. .: t l9C8 ~ 
T'~;... '' 
_!..,.,J;j 
..... ... 
J.'.:0"'.•2L!(J2:.:· 
'i: ~ ·-.:: -. ~--· _, . . 
_.__ . ____ . .... -..... . :; 
l·-ic~1\:.:_:; :1;; 
S2:c:.es 
:.Ke :l_- ;_:.:r~ S , :J ~ z ?:.:" e.ct~:ie:z:l l:)Ll-~J J .. ~7_:: :\~J .. L:'tt ·~:o:.:.s ~ .. -,.~.:~ :i.. :.:G;~ ~ :; ( G.:::;.~.:.-2~~ .... :::. :--~ ::. :;_:_ ...:- ~--::~:l:.:::::c0 
7~L166: C:._:-_~~_-_t_i_.:_·c.:. _ r.:~~~2 __ ::_·,_:._~.!~· o .. ; :·:.-i::.:c~-:~:_:i_:;_~- ~:!---~. Y::,:..:: --~:~.:; :_~ .) : , _-;) ~··_::.__j_ -:::-, .. ) :; :_9)3 .. 
}~c:~) =-.e:.r; j-c-~1: ·1. C~::..L2:... · .:<.-:-.... 
~: .:.::· .:.-.:icll C c ryc-r·8.-:. :: .. c~~- ;;· 
f • .. - , ... 
1 .I -·--..-...:.:... ...:..-: ._) 
-' '--·._ :;: -.9 55 ° 
':: " -- .. .. 
_ , ..._, .. ..., ._, __ _ ) 
. - .... , ... 
_c:;,),:;. 
l -: 1'7 
.. , 
-· - . . 
:: .. ~! ..:..:::: :1 .. -, -.:.:. : ::.. ___ >.-...... _ .. 
... , '· -~: -~: ~::.·_ ~·- S 2 ::::.::1 =~~~-·!c::e:·C~~T<:; 
._ ___ oJ_:::· 1..95C . 
.. : ... 
·· -- -· '1 ~~Cl'·~ -~2:.1; ,.::.·c.::..~ J J 
:. --·.., · .· •·· 
___. ___ __ ~.;.....-.:._v/ = l=-~::-.:c.~.~ J l955., 
.,.). · ,- .• ,-. 
,, ._,:.. ,l , i_,;w•..__. 
~"}~ -~---' - -~.-:: ~~..:.:::i..~-.. - ~:~0~:.3 i-7 J :.. \! 
- ... -- ~,. - 1) 
, . • . . - .... __ ... ______ .... 
_ ... ._.::_--·c. //-G 1 --'::.r:;;:; :-
-' - .'- -· ~· --- ... 
•• ~ .... . .. _.;:, ·-·- .,__, __ ;J 
·- _, . .......... . , ·- ---·'· il 
-J-.:; __ .Jo.:-_ ...-.;.;_.._. 1,.:. ~ :; 
- :-. · ·•.-. 
- ,_,_;_, ___ 'o.J .... -- •-" ;: 
;.\ :·.: 
,-, 
;. 
r. 
u 
,:: : r 
..... 
·._~J~.--;i -_., ~-- (: :-:.·.·; ... ,,, 0 w'• 0 0 .- • j 1""\ 
.. ____ -:-_:-~-~---:..":.: ~~; ·-~·-·. :. 
_..:. : .:.;--:=· ... :  
. :·, .. _ .. ,;· .. 
-· ........... _ ... ; 
·._:-_-.... ;-
...,\.,..- - ·· -
u.. .. \ ,:_;r: " I;: 
ls·:Sc ~ 
C -;___1_<~1::.;;,.. Lt.:=c:{_j"( . Z·:I ~ ;• ::-.:::1 .. t_l_ ~~ :;.;~~~ f~ ~ C::::.J.·::,~~:::· ~ 
:c ::!.~~-:.:.:·~·i·--~-~ Gli:·:::·;:; ~ ~ -!'G·;_.,r ~ -L.-:~·- _: ·: ~t;t 1;53 ~ 
-· .• : . . -·. 
...:. ..... .!.v "" ... ... 
De."'.:!.~ -~1; }?:.:r.:.l li ~ o ... e.:.:..::~ ~7'_c·oc::.:·· .~ L. 
~~::_;_:.~~ r.,; !~ .,· ).~~~-:-~~~ tT~:.\~~~ ')~1-~~l) ~-t~?: :· :.... ..:.. 
--·--- - ·---·-··---· 
• J 
· --.•. ;· 
·-" ~-· 
~- ·.- _, 
....... ... .;.._:., 
}]:-~-: :·7 G .. ~~·_.·.:: ... '\i'i.-; 
........ ....- ·------"-----". 
---- ·-·--·---- --· 
'i~ 
-_.:_· _; . )~ .. : . :. 
-" . 
..;,. _ _,_ ;. _ v 
~::.~...-!~1 7 =:::.--.t~C~, l_')r..:.-.:<l.::..::! ~Z..::: ~_;_}~ ,..:;..~~· :::-.!J~ ::.~:_--__;_:_ .:\·.:. c~:: 
~-~·c+.-r ~JM. ~· :- ~r_; 1:760 . 
D.;..V~ .. d_. ;y; .. - V 
-,· __ ·~~:--~~· ~ j 
r :.:.-:..:.1; :J.:::.·\rid,? ns t~:."'t..~~·, __ . :.~: lee" :L~~u:1 ::_ 23 i~l J~·-.. .-~ ) 2.ie: F. ;.:;~c~·~ :~c::-~~ ; ~ 
0 '2..:.'1liC:.l ... :/ -~:T'~ "'.:·:C·t;~~::·J' =-9:59. 
r:-·J.:Gss>2:~alcl J S-t2~:-:-_2 :.l :2 . ) ;;_~~:r::_t3:G;.=:--;_-~'=· ·.:.]-~:: -~-"-~--)~:~-.:::,.J 
i t'l as.so .. ~ ::. ~-:-:.-~:L:-;:~ · :-r~ ·;::r ::.-.: 1·-::c~ . .:; ~:·:_ ~ ~:::.~-:.3-t:.: ·y· ~--~ .... ..;.:..~~=· .. ::...:: _-.- ...... 
C.-c-_t, t8<:. -'c, 2?::-.. -il.: ... .J 
Ge: "c.c"ue::' 195C:. 
n .-. 
C-o:.. .ic:1/ :-.-.. i ·Gct12ll:; ·:., . . ... _ ~ ·" }. - t,....,. .... .. ___ ..... 
~}::':2. r;;: o:·:c- .~C~ G- .. , ·~----.:.. D ~ G·ri 21-:·· c~C. ;1 ·:;c:..~.:r Pt·_·._~.~~::: ~~(:.:'_.::~:.:..: · 
:{2~-r ~·c:_~:t.::. > l S:L;.e ~ 
l / :n-J."/62 2 
s I. 
...J I ,- • 
~; i I I 
.. ·-··. ~ 
.. .,. . ._. ...... _____ _..) 
..... .;.~ 
201. 
.... , -: 
- •• ...... ~...J .I - ::-..; __ . __ · .. :t:.; 
~- . t,... '-. ', . . ,.. ..... ·-: 
.... ··- . -:~ ... · .... :: 
.. • ...., _ _ • __ J 
- .• r " ;--" 
--:J") ! • 
__ '!'~..(. "~J. s t:.:·:i.. z_ ~-
,<. 
~--. U · • I ~· . . r::. :- - I. 
-------~--·----------- - --- --- ·-- ----I-~c:.. :~~ ~:-I c.~ ,. ~-. ' . 
_ .._; , , .. ~...-
.. ··~-
v i. 
-
[:._ ;-·._:,·.-... ··-.J" -_•'.·,~_..:.:.--~.· . r? ::: -·- 't ~r"~1 \r i':._·,·"'. -- ., ... ~· ·.~-.' l.~·-·.~. _-_ .. ·. -_·_,, __ -=~ .. :'. ~.-- F,·.-_',-.. -.", ;:-...: ':J . .. --·- . \.-.,- .. , .• '·"'~. -~-==-------· _-_- - -~ -~:.:.: ___ -___ t::.-~.::_. _::_ -·J ____ :.. - -: •• -=~-~-=_:__--::__-: .-:-:. -=-:.:.~:.:.::....:::.:.::______ 
C c::·:qo~~ 3.-::J.V~"!. R J ·3!-;.:~ ·ve.L·s:!...::,:y· c~ · ?~-c,-c, __ · ..  .:c_:.: .. ~~-: i~\..:8:. :l.)5b. 
~-r: _. -
_._ .. _ _.:; lS55. 
.i'::..ll \.'( " . } Cc:."'~q.::r.c· o:t __ :.:.._' _T_~_...__,  :_l ___ ;___ c __ ~_-: __ el..:::t::.o~.-: s; 
2.957 . 
202. 
'f,J 
i1 I ) 1959 . 
·- , 
v0D 
Le:-t::'l i.n.J;\·Tell: I~oy ~ "; u?·ublic i\2l3:Ci.o::s ~ 
S::: :;r~ c;~n~c::.--- 2.955, 
:?~!ili:9; 
l5t'50. 
"' ., 
.L ..:..:c...oorg: ~· 
y,~· -- 1, 
- ~.t-- - -;· 
!\'i.::::.~:--i~-:·~.:. c:;; ~ ·:-~ll..:.:: -­
__ .:.::·:~.~ l;S ~J .. 
.. -
_ ~::c!~::.::..:: .. c. c... .. 
!·~· ·.:::d·co:~!0 ;' liobc!·~::. , 
17
·· -~~_;_o•_rc.:c:s .S..l~.6. 
. ··' ......... -~ 
-· ._.. ......... ,..~ 
. 1-: 7 _,a l =:.-=> 
...:.-/ - l - ,;J ........,._ 
--- .. ; 
"i C' ~-
- - .,; ... -- .. 
-- -·-· ·-· 
~..:·.__-__·_o:~ .. s ::.; --;~:. : ~--· .: ~~ 
. ------ ---- - .. -· 
':; .. 
J 
:- ~-== =~·=---·3:._·-: :· - ~-j r>' • ... .... - ,• .._-...__ ___ __ .. ..:.~ - -J .; · .... _ . 
u·._; 
--------------------- -·----------- -_: .~ .. ·.:.:. \~;.:_:'~-::. _-; =->5l .. 
. . 
______ .;::; ..... -... ·.·· 
-- -.J .... ~ --: c_ .:_) ~:.:::r; 
_j 
.. ~·. .- :~: ... L ·"" · 1 ·. i1 .-. -,-! 
:?~=~~; .!ch:1 D .. Jo~r.:~?_~::_v:2~.-: .. -::~::;.r C -::._ ·-..·;:;.._ ... .:.~··~ G .... 1· -=-----·-.. 
? .__ ::.::.~yl v·\~r-. :.2..; i 959 · 
'' ~?i.:LJ:::.. -~ c. l~2 .lc.ticns : 
1~51 ~ 
-~t-tCtz::- ~~ ~-!:.. _=:..i u..i:-.:. :~ 
Jn::::c-.. tJ !vlet b.c.:Ls) 
~ -C~::~")}-!C:~1S c~-1, 
l\e·~-~( ::·o~"':-c : 
7't· . .. r 
'.J.;._ -..1 ) 
i -I .:,--:.-r .:. .. ~t('.. ) 
l9·50~ 
8C:. : l J 
: .: - .:.::_-_· .-1 J 
y· ~_r_::-.·. ) 
.., ·- .-
>)C .. 
c ~· ,_- -~_ ~ ..) _;_: -c: :._\ __ :_::-~ - ~-- -: -...: :.!.::; 
-------
• • - • • •• •'- • ~ I 
__ ,:. -··-- ....... : . .._. __ -'· ·-·--- __ ._..._ .. __ - ...... -~-- .... 
\·1:..-. ::.~~yt} 
~3co~·: 
·,·_:, 
_.._ ..; ;; 
..!.. :_---_(; .. ) 
• J 
- r· ' ,.. 
..:... ;.·--:-:;.. 
·- - - . ::, .:.~ __ ::_ -.~,:: . -- ____ r:-·· 
· ::-- -. -:::_. 
-- ....... _  , ..... .. 
-·,.:: . 
--~ --- -· _:_ -- ' 
..... ---·-·---- -----·---
_, ,. . .. ,-, -.--- II·~-
· r :c :~· ,..- , _, .. 
\ r 
203. 
-' ~ ' I ., :, " " + - _______ ....... __ ._..._ _____ ...... ____ / 
-:· --- -.. 
-~'-'ov- ":.. 
- • • .! -. - ,::.c.--. 
-·-__ .. _ --- - .-/ ./ :;./ . 
.... ,--
-- •• •• J' 
· ·; .- ... - . • -. 
-- _ __ J_ • • • -. .... 
r ~ Li i. '1: l s ·- i i ,j !... r . •. i .-. .I 
~r.:.~·t..: <.:. c ~l .:: ?c.tll £.-1. 
_!.! .. ~J.P2 I:::·u.r r: ~l.1 1 ..:':.~)J:::.. J_ LS<S~. ~ 
· · <J:_"'2,:::niz~-- =-::; t~~~2 Co::·~~~o~:--c:.t(. rt··.-oJ_ic h~}_ s. -~ i . .:::. ~-.tf.:! S· i.:. ·:::, :: · ~f! : 
tJ\.u:.c lS, 5l a 
::.• 
' J -. v 
.r.-: :,'1.:; -·-~: ~· -~::.~ · · ·· ·. _::;::.:: ~:\::.. , _____ _:._ ___ _ * __ ____ • 
-·. 
· .. ~ --::-
...1..> \...t ...!..v 
n C-
...!..:;- ·~- ~ 
204. 
APPENDIX B 
Management Training Program Bulletin 
McCann-Ericksonf Inc. 
0205. 
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APPENDIX C 
Questionnaire and Cover Letter for Public Relations 
Counselors Section Survey. (Chapter VI) 
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'University 
RIVER CAMPUS • 640 COMMONWEALTH A VENUE • BOSTON lS, MASSACHUSETTS 
School of Public Relations and Communications 
Communications Research Center 
Dear Sir: 
April 9, 1962 
The Communications Research Center of this School is assisting a 
graduate student, Captain John Walton, in conducting an exploratory 
study in connection with a master's degree thesis in Public Relations. 
Because of your recognized experience and professional status, 
you will be able to help us by completing the attached questionnaire. 
Although the questionnaire appears simple, it is of vital importance 
to the study that your reply reflect your own, personal conclusions 
as a seasoned Public Relations practitioner. 
You may return the completed answer sheet signed or unsigned. 
Your anonymity will be protected. A stamped, addressed envelope is 
provided for your convenience. 
We here at the Center believe the objectives of Captain Walton's 
thesis are sound and worthy of this appeal for your cooperation, time 
and assistance. The completion of this work should be of considerable 
value to the University and the Public Relations counseling profession. 
The results of his work will be available, on request, through standard 
inter-library loan following July 1962. The PRSA Library will also be 
furnished with a copy of the study. 
Incls 
~nc,er~ EDWAR~, ROBINSON, PH.D, 
Chairman 
Communications Research Center 
(Please read through the hypothetical problem below and then turn to 
the next page.) 
THE PROBLEM 
209. 
The XYZ Public Relations Counseling Agency has merged with your 
agency after the accidental death of its senior partner-owners. You have 
acquired the accounts of the agency along with the employees who serviced 
the accounts on a group counseling or task force basis. 
About one year ago the XY Z Agency started an executive training pro-
gram upon the advice of a management consultant. Four trainees were 
hired into the program and were being trained in all important phases of 
agency operations. Up till now the program has been a success. 
You are under no obligation to continue the training program. You 
have nothing similar in your own agency. However, considering the per-
petuity of your agency and the problem of hiring and retaining executives 
who are an asset to your agency "image," you decide to continue the XYZ 
program. You make arrangements to start your program by hiring one of 
the XYZ trainees. If you meet with success the trainee you hire today may 
one day be a top executive of your agency. 
All four trainees have been interviewed by your staff and a clinical 
psychologist. The candidate's background and reference data have been 
correlated with the psychologist's report. 
There is a degree of similarity in the four candidates. Each is about 
the same age- -mid thirties. Although not physically identical, each has 
about the same dignified appearance. 
You decide to review the distinct differences among the candidates 
and then make a final selection. The distinct differer:ces are noted in a 
brief summary you have before you on your desk. (See next page.) 
There is little question that all four can and will find employment in 
public relations. Each has been "scouted" by public relations and manage-
ment consultant agencies. You should make a choice today or you may 
lose the best candidate to a competitor. 
Whom would you select? 
(NEXT PAGE PLEASE) 
(Note: There is no right or wrong answer to the above problem. We 
seek only your choice of candidates and your comments to ad-
vance public relations research and education.) 
: \..' 
. I 
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(Please read the brief summary of each candidate's qualifications and then 
turn to the next page and complete the brief questionnaire.) 
THE CANDIDATES 
Candidate A: BS in Business Administration. Above average ability 
to express himself in writing and think on his feet. Formerly employed by 
leading electrical manufacturer as management trainee and junior executive 
in public relations department. Scored high on stability, sociability and 
economic interest on psychological tests. His vocational aptit\lde is more 
similar to those of sales managers, purchasing agents and manufacturing 
company presidents. Previous employer reports that he showed much 
promise in public relations and had excellent administrative ability. Defin-
itely above average in intelligence, judgment and creativeness. 
Candidate B: BA in Liberal Arts. Above average in intelligence and 
creativeness. Formerly employed for six years as a reporter and financial 
writer for three different metropolitan newspapers. Scored highest of the 
four candidates on theoretical and aesthetic values and lowest on sociability 
on psychological tests. His vocational aptitude is more similar to those of 
dentists and architects. His outside interests include sculpturing and oil 
painting- -he is quite talented in both. Previous employers report that he 
usually got alor:g with associates but his strongest qualities were his cre-
ativeness and writing ability. A business associate of yours who is an alum-
ni of the same Ivy League university as Candidate B has recommended that 
you hire Candidate B. 
Candidate C: BS in Journalism obtained through night classes at a 
city college. Above average in intelligence. Exceptional ability to ex-
press himslef on his feet. His writing is journalistic in style reflecting 
three years employment as a general assignment reporter on a leading 
East Coast tabloid. He was formerly a press secretary and assistant to 
aU. S. senator defeated in his bid for re-election in 1960. He scored high-
est of the four candidates on sociability and political interests on the psychol-
ogical tests. He scored lowest on aesthetic values. His outside interests 
are centered on civic organization membership and politics. The former 
U.S. senator has telephoned you and personally recommended that you hire 
Candidate C. 
Candidate D: BS in Public Relations. Above average in intelligence and 
creativity. Formerly employed in public relations department of internation-
al airline. He scored high on stability 1 sociability and economic interests on 
psychological tests. His vocational aptitude is more similar to those of 
sales managers, purchasing agents, aviators and free-lance authors. His 
former employer commends his administrative, planning and decision making 
abilities. He resigned from the airline because he felt that public relations 
counseling offered a better opportunity for advancement, His outside inter-
ests are centered on travel, photography and skin diving. 
(NEXT PAGE PLEASE) 
PLEASE CHECK YOUR CHOICE OF CANDIDATES : 
If you will, it would also be appreciated if you woul d briefly 
summarize the reasons of your choice and make any comment s you wish ~ 
211. 
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Your Public Relations Title : 
You have been employed in Public Relati ons for 
Your Academic Major in College: 
0 Please check here if the individual who compl etes th i s survey is not a member of the Counselors Section , Public Relations Society of America . 
PLEASE RETURN THIS ANSWER SHEET TO BOSTON UNIVERSITY IN THE STAMPED, ADDRESSED 
ENVELOPE ATTACHED. NO NAME OR SIGNATURE REQUIRED . 
THANK YOU . 
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APPENDIX D 
Tables VI, Vii and IX from Chapter VI. 
TABLE VI 
QUESTION: YOU HAVE EARNED A LIVING IN PUBLIC RELATIONS 
FOR YEARS? 
Less than 3 years 
3 - 5 
6-8 
9-11 
12-14 
15-17 
18-20 
21-23 
24-26 
27 plus 
----
NO. RESPONDENTS 
1 
0 
2 
9 
11 
13 
24 
5 
7 
5 
Range was from 2 to 42 years experience. 
Mean: 18 years 
213. 
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TABLE VII 
SELECTION BY TOTAL YEARS PUBLIC RELATIONS EMPLOYMENT 
OF RESPONDENTS 
CANDIDATE SELECTED 
CANDIDATE A 
CANDIDATE B 
CANDIDATE C 
CANDIDATE D 
NONE 
TIMES 
SELECTED 
30 
16 
17 
9 
5 
77 
TOTAL EXPERIENCE MEAN 
OF RESPONDENTS 
545 years 18 years 
266 16.7 
321 18.9 
163 18 
83 16. 6 
1378 18 
TABLE IX 
CANDIDATE SELECTION BY FEMALE RESPONDENTS 
CANDIDATE 
CANDIDATE A 
CANDU>ATE B 
CANDIDATE C 
CANDIDATE D 
NONE 
TOTAL 
Number Times Selected 
4 
3 
0 
0 
0 
7 
215. 
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